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ABSTRACT
THE NEWARK BOYS CHORUS SCHOOL:
AN ORGANIZATIONAL DEVELOPMENT CASE STUDY
February 1981
Roger D. Mitchell, B.A., Colgate University
Ed M.
,
Rutgers University
Ed D., University of Massachusetts
Directed by: Professor Norma Jean Anderson
The purpose of this study is to examine and analyze a
small cultural-educational organization. The Newark Boys
Chorus School, which found itself in the position of having
to initiate organizational change, or face dissolution.
The organization is an independent school located in an
urban environment, with a student population of 50 boys,
seven teachers, three administrators, and a 30 member Board
of Trustees.
The major hypothesis is : That a cultural-educational
organization created to address special needs, and con-
trolled by a volunteer Board is particularly vulnerable to
organizational stasis which can ultimately cripple the
organization and possibly lead to its extinction. To
develop this hypothesis a number of problems and issues are
addressed. These include:
(1) What is unique about a cultural-educational
V
organization?
(2) What impact do volunteers have on organizational
viability?
(3) VJhy is the external environment critical to the
survival of the organization? What are the stresses? Can
the external environment be effectively manipulated?
(4) Are organizational development and change
theories applicable to small cultural-educational organi-
zations?
The case study, incorporating techniques of partici-
pant observation, data collection and analysis, rapport
building and understanding of the subject, is the method-
ology chosen for this analysis. In support of this
methodology a number of models and instruments are used.
First, Lewin's Force Field Analysis provides the framework
for examining and analyzing those internal and external
forces which influence organizational change, or lack of
it. Second, Hersey and Blanchard's Situational Leadership
Theory is used to assess leadership styles of the School s
music directors and three presidents of the Board of Trus-
tees. Third, Likert's Profile of Organizational Charac-
teristics was administered on two occasions, one year
apart, to gain insight on the perceptions of the Board,
staff, and parents about the School's organization.
Fourth,
the Heyns and Berkowitz Interaction Category System
is used
to process six of eleven Board meetings.
Finally, Argyris'
VI
Intervention Theory and Method is used as the basis for an
organizational change pjroject.
Given a predominantly black student population, and a
predominantly white staff and Board of Trustees, a brief
investigation into racial awareness by young children, and
the issue of white teachers in black schools is conducted.
Conclusions resulting from this study include the
following
:
(1) Although structurally similar to commercial and
industrial organizations, cultural-educational organiza-
tions do have some unique characteristics that make them
different
.
(2) Volunteerism and its associated issues are the
subject of incomplete research. However, a number of iden-
tifying factors, and characteristics of participants have
been cataloged.
(3) In certain schools or communities skin color may
be a factor. However, there is evidence that teacher com-
petence and skills are more significant factors in deter-
mining relationships between teacher and student.
(4) Most cultural-educational organizations operate
in an external environment over which they have some
influence, but little or no control.
(5) VN’arring internal forces are equally as likely to
destroy an organization as any external forces.
(6) Organizational development theories and practices
vi i
to smsll cul tura 1—sduca. tiona 1 organizations.
The significance of this study is that it took an in-
depth look at an existing, small cultural-educational
organization. Internal and external elements were analyzed
using organizational development models and instruments.
Finally, a change project was successfully conducted,
proving the efficacy of organizational development tech-
niques .
viii
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CHAPTER I
INTRODUCTION
The Research Setting
The research for this dissertation was done at the
Newark Boys Chorus School, an organization with which the
researcher has been affiliated since its inception in 1969.
The length of affiliation has permitted him to observe and
participate in the growth and development of the School.
As a member of the Board of Trustees, he continues to have
a role, status, and recognition which provide easy access
to and mobility within the School. In this position he has
also been vulnerable to some of the potential disadvantages
of the case study method as described later in this chap-
ter .
For a number of months during the spring of 1976, the
researcher worked as a volunteer organizational development
consultant for the School. Much data was gathered during
that project which is appropriately included in this study.
In many cases it was possible to reinterview many of the
same respondents and gather additional data that would
prove comparable to material collected prior to this dis-
sertation project.
The request to use the school as a subject for this
1
2study was received enthusiastically and granted immedi-
ately. Thus, the researcher was able to move easily into
the research setting with the initial assurance that there
existed on no one's part either reluctance or suspicion as
to his good intentions or methods.
The Problem
At issue when the consulting project began in 1976 was
whether the organization would be able to remain viable or
die. This situation resulted from deteriorating leadership
and direction for the organization from the Board of
Trustees, inept and often nonexistent internal management,
financial instability, and a total collapse of staff
morale. For purposes of this dissertation, the problem is
to determine whether or not organizational development
theories and concepts will apply to small cultural-
educational organizations. The traditional approach
prevails that large business and industrial organizations
receive the attention of both theorists and researchers
.
The significance of this work is that it will apply
specific theories and concepts developed in large, complex
organizations to a small cultural-educational group. In
comparison to many of the corporations where organizational
theories were developed, the cultural-educational organiza-
tion is miniscule in size with anywhere from five to ten
people in the smallest to a few hundred in the largest.
3e.g., museum staffs, performing companies. The large
corporation is commonly profit motivated whereas the
cultural-educational organization is not. Due to the size
and mission, the structure and operations of cultural-
educational organizations are different from and usually
more flexible than those of large corporations.
As noted, the research into the need for, processes
and dynamics of organizational change were focused on the
needs of business and industry. Two schools of thought
developed in organizational theory to address these needs:
scientific management and human relations.
Frederick W. Taylor was the major proponent of the
scientific management movement which was based on tech-
nology. He thought that the best way to increase output
was to improve the techniques or methods used by workers
.
To accomplish this plan, he initiated time and motion
studies. Taylor's scientific management movement was re-
placed by Elton Mayo's human relations movement. He argued
that, in addition to finding the best technological methods
to improve output, it was beneficial to management to look
into human affairs. His main focus was on individual needs
and not the needs of the organization. "In essence, then,
the scientific management movement emphasized a concern for
task, while the human relations movement stressed a concern
for relationships "people" (Hersey & Blanchard, 1972, p.
70 ) .
4Organizational theory has expanded and refined Mayo's
theory, developing various approaches to meeting the some-
times conflicting demands of organizations and individuals.
But to date the literature has meager offerings on research
done with such small, however abundant and important,
organizations such as the one studied here. It is expected
that some further insight will be gained as to the applica-
bility of organizational development theories to these
organizations
.
The Purpose
The purpose of this field study was to yield a design
in which a specific organization which had experienced up-
heaval and change and which, in order to remain viable, had
to change even more, could be observed and analyzed. Given
this purpose, three vital issues needed to be explored:
(1) what are the unique characteristics of cultural-
educational organizations and what are the implications of
these characteristics; (2) given the historic life of the
School, the school setting, and a black student body, what
are the implications for the school of having a predomi-
nantly white Board and staff; (3) how does this organiza-
tion react and adapt to change. The case study was
sslected as the method most suitable for these investiga
tions and analyses.
5The Methodology
One of the major components of any study is the way in
which the facts were gathered. This methodology should
guide the reader systematically through the processes lead-
ing to the premises, development of the argument, and the
conclusions finally reached. This chapter will present the
method chosen for the present study and will cover the
strengths and weaknesses of the method, the components of
the method, the biases of the observer, the observed and
the resulting errors.
The Approach
"It is difficult to identify a substitute for face-to-
face knowledge of people. However, in a rapidly changing
technological society, it is often necessary that people
know about rather than know directly . In the absence of
face-to-face knowing, novelists, journalists, film-makers
have jumped into the breach to provide vicarious alter-
natives" (Lofland, 1971, p. 39). As consumers of this
information we must constantly wonder whether or not the
reporter is providing us with facts that will give us a
true sense of knowing. Lofland has identified four
features which should be in a reporter ' s work if the reader
is to feel a true sense of knowing.
(1) The reporter should himself have been close to
the people about whom he reports. By the term close
1
6I refer to four types of proximity:
a. He should have been close in the physical
sense of conducting his own life in face-to-face
proximity to the person he tells about.
b. This physical proximity should have extended
over some significant period of time and variety
of circumstances.
The reporter should have developed closeness
in the social sense of intimacy and confiden-
tiality .
d. He should have conducted his recording activi-
ties in such a way that his reportage can give
close and searching attention to minute matters.
(2) The report should be truthful. It should
describe what the reporter in good faith believes
actually went on; it should be factual.
(3) The report should contain a significant amount of
pure description of action, people, activities, and
the like.
(4) Fully to capture the reality of a place, the
report should contain direct quotations from the par-
ticipants as they speak and/or from whatever they
might write down. (Lofland, 1971, pp. 3-4)
The above essentials are contained in a case study
method or qualitative approach. The case study is not a
particular technique for eliciting data but rather a way
of organizing existing data in terms of some chosen unit.
This unit may be an individual, family, organization, pro-
gram or any entity capable of being delimited, defined,
observed, and characterized. Data gathered about the unit
is organized, analyzed, interpreted in terms of the whole
unit, and becomes a completed case. The interpretations
and meanings recorded from this completed case now, if
appropriate, may be applied to classes of similar cases for
another level of analysis and interpretation. One alter-
native to this is the quantative study. It is important
to decide early upon the type of study to be done because
7that decision will determine the conclusions ultimately
reached. On this issue Lofland states:
Inquiry or analysis is usefully thought of as the
attempts to answer one or more of only three ques-
tions ;
(1) What are the characteristics of a social
phenomenon, the form it assumes, the variation
it displays?
(2) What are the causes of a social phenomenon,
the form it assumes, the variation it displays?
(3) What are the consequences of a social
phenomenon, the form it assumes, the variation
it displays? (Lofland, 1971, p. 13)
If the type of study addresses question one, it will be of
a qualitative nature, but if the study tries to answer
questions two or three, it will be quantitative in nature.
Two other types of studies are the laboratory study
and the survey research. A laboratory study is inappro-
priate because it is impossible to "freeze" incidents and
activities for study in a laboratory setting and still be
able to make an analysis that explains anything except
those particular bits of information. The survey research
is inappropriate for this study because it severely limits
the data gathered by the scope and number of questions
asked, and the comparatively short period of time spent
with the respondent. Although the data lends itself to
statistical treatment, it tends to be cold and impersonal
and makes it difficult for the reader to know about the
subject—which is, after all, the object of this research.
8The Case Study or Qualitative Approach
Given the purposes of this dissertation, a research
design was needed that would permit: (1) the development
of close rapport with individuals and groups in and outside
the organization that are affiliated with it; (2) the
researcher to be considered a part of the organization, in
this case as a participant observer, which would facilitate
the observation of the organization and its various com-
ponents; (3) the use of a variety of techniques to collect
data; (4) the researcher to develop depth of understanding
of the people and forces at work. The case study method
was ideally suited to these requirements. As noted above,
it is a qualitative approach which answers the question,
"What are the characteristics of a social phenomenon, the
form it assumes, the variation it displays?" (Lofland,
1971, p. 13) This is the approach which was preferred for
this research because it would detail things that exist
without making value judgments regarding the various phe-
nomena observed and analyzed.
The case study method has a number of characteristics
which distinguish it from other methodologies. One is that
it permits the onsite presence of the researcher at the
organization being studied. Another distinguishing charac-
teristic is that it permits the nonstandardization of the
data gathering and analysis process. And, finally, because
9it does not require quantification of data, it allows the
researcher to present his study with the focus on human
behavior, human development, and human drama. This last
feature of the case study method supports the applicability
of the study, that is, it renders the project immediately
recoqnizable in terms of human endeavors in a
specific structural context.
The onsite presence of the field worker provides the
opportunity for him to experience the subject first hand
as the process of learning and knowing unfolds. It facili-
tates the recognition and understanding of the context in
which the subjects live and work and play, which are vital
to the researcher if he is to develop a detailed and com-
plete picture and analysis. In addition, the collection of
anecdotes and the seemingly trivial details of the sub-
jects' activities provides a dimension of reality and
personal intimacy to the study.
The second characteristic of the case study method
regards the nonstandardization of the data gathering and
analysis process. The researcher is nonselective in the
gathering of data. During observation and participation,
as much information as possible is recorded for later
analysis. Although seemingly meaningless at the time, some
of this information will at a later date prove to be sig-
nificant for analytical purposes. The use of informants is
another major source of information. They are not selected
10
randomly nor used systematically, and the information they
provide is given in an open-ended conversation as opposed
to their answering a schedule of questions prepared by the
researcher. The field worker also has available the option
o^^^l3.ting the problem as he goes along in order to
identify and use new and different information sources and
to change the pace of the data-gathering process as he
thinks appropriate.
The lack of quantification in this research approach
is not a deficiency. Because of the nonstandard way in
which the data are collected, they are not generally amena-
ble to statistical treatment. This fact, however, does not
mean that there is a lack of evidence to support the analy-
ses. The evidence is qualitative in nature, in the form
of anecdotes, incidents, interviews, and other statements
all drawn from varying sources to help substantiate any
conclusions drawn at the completion of the study. While
the demands are heavier in this method upon the researcher,
the results may, in fact, have more meaning. Let us sup-
pose, for example, that a college remedial reading program
is being evaluated to decide whether or not it should be
refunded. A quantitative evaluation would concentrate on
the accumulation of statistical data to provide a profile
on the success or failure of the program in narrow specific
terms. This data would also be expected to show the causes
of the success or failure. It would include such items as
11
student/faculty ratio, contact hours per student, program
expenditures per student, gain or loss in each student's
reading score. All of this information can be obtained by
checking program documents or having the program staff com-
plete a questionnaire. Compiled and compared against some
normative data, a decision can then be made as to the pro-
gram's comparative success or failure. On the other hand,
a qualitative evaluation would concentrate on data that
would define the characteristics of the program. This
information would include such items as motivating factors
for both faculty and students, reasons why some students
drop out of the program, feelings that students have about
the program and their progress, observations on the inter-
action among students, faculty, and staff, as well as
program goals or objectives. To obtain this information, a
researcher must spend substantial amounts of time observ-
ing, interviewing, checking documents and analyzing data to
develop a profile that accurately characterizes the
program. The resulting data will address the question of
program success and failure in very broad terms and will
most likely bring to light other and possibly more impor-
tant questions.
The fourth characteristic is what the author calls the
novelistic final report. Given the methods used and the
time devoted to the data collection process, a final report
usually emerges that describes in rich detail the
12
complexities of the subject. The report may unfold chrono-
logically and is replete with quotations, vignettes, and
other "revelations" of the human qualities of the subjects
under study. This author thinks it is more valuable for
those interested in the applicability of the findings of
this study that the focus be concentrated on the humanity
of the project, not the statistics derived from it.
"The case study then ... is a way of ordering social
data so as to preserve the unitary character of the social
object being studied" (Goode and Hatt, 1952, p. 331). One
of the roles required of the researcher using this method
is that of participant observer.
The decision to work as a participant observer was
made very carefully. Given a long affiliation with the
organization, the researcher had a well established rapport
with the School and was considered, as he considered him-
self, a part of the School. As a member of the Board of
Directors, he had been assigned a role, a place, provided
status and had expectations placed upon him. To switch to
the role of non-participant observer would have been un-
natural and extremely uncomfortable for him and the other
members of the organization. This fact was highlighted
when the President of the Board stated, "We have no inten-
tion of letting you withdraw from active participation on
the Board. We want and need your input." This statement
clearly indicated that at least one significant group in
13
the school had dealt with his new role as researcher and
placed it within a context meaningful and nonthreatening to
them, that is, as a continuing, active member of the Board.
This assignment secured his social position as a researcher
but created a potential hazard to his objectivity, which
will be discussed in the section on disadvantages of the
method
.
Participant observation, which is considered to be a
"style of research" (McCall & Simmons, 1969; Strauss,
Schatzman, Bucker, Ehrlich, & Sabskin, 1969), includes a
number of techniques for gathering data to be used in the
analytic process. By definition, participation is one of
the prime activities of the researcher. Being physically
onsite for direct observation and first hand data collec-
tion facilitates the development of a highly personal
relationship with the people and the organization being
analyzed. In turn, these relationships permit the analysis
of data based upon the human processes surrounding the
actions and responses . Informant interviewing is used for
gathering data on events or activities that occurred in
the researcher's absence. The informant is a person who
was present and who reports factually correct information
about events and others rather than about himself. Closely
allied to informant interviewing is respondent interview-
ing. In this process, the interviewee is reporting on
himself, sharing his own personal behavior, thoughts,
14
motives, intentions, and interpretations of events. Docu-
ment analysis is another useful data gathering technique.
It can be considered a subtle form of informant and respon-
dent interviewing. Minutes, memos, reports, letters,
position papers, analyses all represent some individual's
or group's reporting on or interpreting some other document
or event, recommending, supporting or opposing some action,
or in some way making known inner thoughts and feelings
—
all without the potentially uncomfortable and distorting
situation of a direct interview. Finally, the use of
certain instruments to classify behavior patterns, register
opinions, and identify leadership styles is useful. The
above data gathering techniques are by no means unique to
participant observation research; however, most of them
must be used if a complete and detailed description of the
organization is to be developed.
Strauss et al., (1969) neatly summarize the partici-
pant observer process when they comment, "We have viewed
participant observation as a style of research character-
istically used for seeking analytic descriptions of complex
social organizations. This style emphasizes direct obser-
vation, informant interviewing, document analysis, respon-
dent interviewing, and direct participation and is made
possible in large part by repeated, genuinely social
interaction with the members of the organization under
study" (p. 26)
.
However, as good as the case study method
15
is, using the participant observation style of research,
there are a number of weaknesses inherent in it that must
be acknowledged.
Strengths and Weaknesses of the Case Study Method
As noted earlier, the case study method or the quali-
tative approach will be used for this study, including the
techniques of participant observation, interviewing, docu-
ment analysis, and the use of a few instruments. The
following is a discussion of the methodological strengths
and weaknesses of the method and techniques used.
Strengths of the method . One of the primary character-
istics of the method is the onsite presence of the re-
searcher with the organization being studied. As already
described, his presence may facilitate the process of
knowing and understanding over a long period of time as the
data is gathered. Specifically, the researcher can get at
material in depth by checking various sources, rechecking,
following new leads, and measuring its validity against
the social and political milieu in which it was collected.
The use of and the development of effective relationships
with informants are important for eliciting information.
They will often provide insights and share information with
the researcher that they will not share with their peers or
colleagues
.
16
Another advantage experienced by many researchers
working in the field is described by Goode and Hatt (1952)
:
To the extent that the researcher actually partici-pates, many of his emotional reactions will be
similar to that of true members. Thus he has accessto a body of information which could not easily beobtained by merely looking on in a disinterestedfashion. He will feel the exhaustion and exhila-
ration of a tribal dance, the cold and hunger of thehobo, the bitterness of the steelworker bullied bythe foreman. He thus obtains a greater depth of
experience, while being able to record the actualbehavior of other participants (p. 121)
.
The nonstandardization of the data gathering and
analysis process is also a virtue of the case study method.
A researcher may take the time to survey
,
as many times as
necessary, the field situation before forging ahead to make
additional contacts and begin collecting data. This tactic
may well prevent him from making any critical social or
political blunders at the outset, before having had a
chance to identify leads and possible directions for study.
A researcher will also exploit the most useful data sources
without concern for whether or not they are providing data
that is comparable for statistical purposes. This is par-
ticularly true in the use of informants. Based upon the
information collected, the researcher may reformulate the
problem once or a number of times, develop new leads and
information sources, and for purposes of analysis modify
typologies and categories that will make them more suit-
able .
Finally, one of the most important strengths of the
17
case study method is that it forces the researcher to think
in terms of the whole system. it is this approach which
leads to the scope and depth of material collection which
ultimately will result in a final report that, as noted
earlier, describes in abundant detail the complexities, the
warmth, and the humanness of the subject.
Weaknesses of the method . One of the potential weaknesses
of the case study method has, ironically, been touted as
its greatest strength. That is the onsite presence of the
researcher. This apparent contradiction derives from ques-
tions regarding the credibility of the conclusions of the
researcher in his role as a participant observer. One of
the most subtle and easiest traps to fall into is the one
of developing excessive rapport with the subjects. A
friendship may prevent the observer from probing too deeply
into entrenched attitudes and values which would be threat-
ening to the subject. Another limiting effect is the situ-
ation in which friendship with one group may exclude the
researcher from close interaction with another. In both
cases, there is a loss of information and a subsequent loss
of both breadth and depth of understanding on the part of
the observer. The Hawthorne Effect also cannot be over-
looked. The mere presence of a researcher and the atten-
tion he gives to members of the organization may cause
changes in behavior on the part of some or all of the
18
people. This situation thwarts the researcher's ability to
observe, know, and understand behavior under "normal" con-
ditions because neither conditions nor behavior are normal
when he is present.
As a participant observer
,
the researcher often nar-
rows the range of experiences open to him. He is assigned
a position in the hierarchy of the group or organization,
has a role to play, is provided status, and is expected to
adhere to the pattern of activities and behavior estab-
^ished for the group. The danger of becoming emotionally
tied to the group is a very great one and threatens the
observer with loss of objectivity. The alternative is to
maintain a degree of what Vidich (1955) refers to as
"marginality . " That is, the researcher sustains a certain
vagueness of identity and avoids any alliances or commit-
ments to segments of the organization under study. The
results, according to Vidich, are that "the social margin-
ality of the participant observer's role, with all the
limitations it imposes, provides a basis for communication
and, hence, ultimately, for understanding" (p. 357).
One weakness that is likely to develop as a result of
over-rapport and the consequent loss of objectivity is
researcher bias which will influence the collection of data
from individuals, particularly during interviews. Warwick
and Lininger (1975) note a number of sources of bias
resulting from improper attitudes and motivation on the
19
part of the interviewer:
(1) Errors in asking the questions. On the basis ofhis early interactions, the interviewer will often
arrive at tentative conclusions about the respondent's
ability to answer the questions and about the type of
answers which "fit" his situation.
(2) Errors in probing. Among the interviewer's most
critical responsibilities during the questioning pro~
cess is that of probing to obtain complete, accurate,
and relevant answers to all items. Here, too, the
expectations and stereotypes built up during the
course of the interaction, as well as his feelings
toward the respondent as a person, may lead to biased
data
.
(3) Errors in recording answers. Attitudes and
expectations may also affect the accuracy with which
the respondent's answers are recorded. Or the inter-
viewer may simply not "hear" certain statements which
are inconsistent with his own attitudes and expecta-
tions, or with what the respondent has said earlier
in the interview (pp. 200-201)
.
We have seen that the researcher's values, attitudes,
expectations, and feelings can lead to biased results.
These same factors are present, and probably more strongly,
in the respondents, which again tends to lead to biased
results. From this source the authors identify:
(1) Courtesy bias. In a general sense, courtesy bias
can be viewed as the tendency to limit one's answers
to topics which are pleasant and cause little dis-
comfort or embarrassment to the interviewer.
(2) Ingratiation bias. Occurs when the respondent
distorts his answers in directions intended to win
approval, attention, or favor of the interviewer.
(3) Sucker bias. This arises when respondents make
a deliberate effort to mislead or deceive the inter-
viewer, not so much to hide the truth as to trick,
outwit, embarrass, or play a hoax on an "outsider."
(4) Social desirability bias. This occurs when
respondents distort their answers to conform to the
prevailing norms and values in their own community
or the larger society (Warwick & Lininger, 1975, p.
202 ) .
This researcher is potentially more vulnerable to some
20
of the weaknesses of the method listed above than to
. The pitfalls of the participant observer provide
the greatest problem. Prior to beginning the research,
this writer had six years ' continuous affiliation with the
organization under study. During that time a set of
beliefs, values, and expectations were developed and rein-
forced which became a filter through which all subsequent
information passed. In an effort to override the effects
of the filter, the researcher first retains an awareness of
its existence. Next, rather than making what may seem an
obvious interpretation of information received, a new set
of questions are first asked: What is the source of this
information? Why is it important or not important? What
are the facts and circumstances surrounding the informa-
tion? What is the motivation of the informant? In effect,
a new and presumably more objective filter has replaced the
old subjective filter.
Over the years, the researcher has had a role on the
Board of Trustees of the organization and has developed a
level of rapport with all of the members. The activity in
the role of board member has been subdued in order to per-
mit the activity as researcher to become the more domi-
nant, visible role. In some cases this switch in role has
changed the level of rapport with some members of the staff
for the better. A higher degree of presence and thus
visibility in a nonofficial role seems to lessen tension in
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interpersonal situations. It is true that this researcher
begins to feel uncomfortable when probing questions begin
to make a respondent squirm. However, in this organization
the rapport is such that the questions are asked anyway, in
the expectation that the respondent on his own initiative
will refuse to answer any question that is considered too
highly charged and will do so without any attendant un-
pleasantness .
Probably more faulty data is collected during inter-
views due to lack of training, resulting in errors in
asking the questions, probing, and recording answers than
from over-rapport with the interviewee. In an effort to
overcome the problem this researcher, with the permission
of the interviewee, tape-recorded all interviews. The sub-
sequent review of the tape and notetaking helps pinpoint
problems in asking the questions and probing, which can be
corrected for the next interview. Taping also eliminates
the possibility of any errors in recording answers.
This researcher recognizes the presence of certain
biases which can unduly influence the collection and inter-
pretation of data. However, constant awareness and
methodological procedures are expected to mitigate these
influences to an acceptable level.
Lastly, the nonstandardization of the data gathering
and analysis process may also be regarded as a weakness of
the case study method. One of the criteria for scientific
A
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gathGjring is that of reliability, which requires that
repeated rueasurements yield results which are identical or
which fall within narrow and predictable ranges of vari-
ability. One of the characteristics of observation and
interviewing in the field is its nonstandardization. The
experience of the researcher is unique, and the material he
gathers as well as his own experience cannot be replicated.
In addition to the problem of reliability, many questions
arise as to how the data was gathered. Everyone was not
interviewed, all documents were not read, all meetings were
not attended. In other words, errors in the data sampling
process could severely effect any conclusion drawn. While
these problems and questions point to the fact that the
data gathered by the researcher committed to the case study
method are not useful for statistical treatment, the con-
clusion that the data are therefore unreliable or inappro-
priate does not follow. This project, like other projects
in the humanities and social sciences, does not admit
exactitude nor does it require it. We are not seeking here
an innoculation or solution to the gross national debt;
rather, we are studying a purely human phenomenon, and the
human element is an elusive factor , not susceptible to
pinning down or fixing in place. The broad intention of
this study is to enrich understanding and assist in the
healthy growth of organizations specifically designed to
meet human needs . The weaknesses of the case study method
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outlined here are, finally, considerable but not devastat-
ing .
The Use of Models and Instruments
In the course of this study, two models were used.
The first is based on Kurt Lewin's force field analysis
which is a technique he developed for diagnosing situ-
ations. This model will provide the focus for examining
and analyzing those internal forces which influence any
changes that occur in the organization. Lewin defines
"driving forces" as those forces affecting a situation that
are pushing in a particular direction; they tend to initi-
ate a change and keep it going. Restraining forces are
defined as forces acting to restrain or decrease the driv-
ing forces. Also to be used in the analysis is Lewin's
model of change in which he describes three stages to a
process of change: "unfreezing," which is the motivating
or readying of an individual or group for change; "moving,"
which is the adoption of new behavior patterns; "refreez-
ing , " which is the integration of the new behavior into
•one's personality. This model will be used to analyze how
the organization attempts to initiate planned change and
thus avoid stasis.
The second model applied to this study was Paul
Mersey's and Kenneth Blanchard's life cycle theory of lead-
ership. This theory was used to assess the leadership
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styles of the school's administrators and the President of
the Board of Trustees. This theory is based on a four
quadrant model showing four possible leadership styles:
high task-low relationships, high task-high relationships,
high relationships-low task, low relationships-low task.
In all cases, task behavior indicates primary concern for
getting a job done. Relationships behavior indicates
primary concern for the well-being of subordinates. Hersey
and Blanchard stress that there is no one "right" leader-
ship style. In any particular situation, any one of the
styles might be appropriate. Use of this model will permit
the development of a profile of leadership styles used by
key people in the organization at various periods during
the school's history. Individual profiles are compared
with other indices of organizational health, such as finan-
cial support, morale. Board and staff turnover, administra-
tive practices and growth. The relationships between
leadership styles and periods of organizational growth are
here examined in detail. Furthermore, a typology of
cultural-educational organizations is herein developed, in
.order to differentiate them from other organizations. This
classification permits the identification of those struc-
tures, systems, and processes unique to cultural-
educational organizations.
Two formal instruments were used. Rensis Likert's
Profile of Organizational Characteristics questionnaire.
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which is used to measure the subject's perceptions of the
organization from a number of vantage points, was adminis-
tered twice to members of the Board, staff, and parents.
This instrument also indicates the subjects' areas and
degree of agreement and disagreement from those vantage
points
.
The second formal instrument used was the Heyns and
Berkowitz Interaction Category System to help process Board
meetings. To process means, in this context, to observe
the interaction among the subjects and to identify behav-
iors that either facilitate or obstruct the conducting of
business. Feedback from the process consultant to the
group under observation often is helpful in understanding
why the group was effective or ineffective. The category
system lists a series of behaviors which permit the observ-
er to enumerate the number of times a specific behavior was
observed. For the purposes of this study, board meetings
were processed in order to determine what the monthly meet-
ings were accomplishing, measured in terms of member
behavior
.
Summary
As noted earlier, the case study method is a way of
gathering, analyzing, and organizing social data in order
to preserve the wholeness of the social object under inves-
tigation. The data collection process has many advantages
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and disadvantages, but for the purposes of this study its
virtues outweigh its failings. The description and analy-
sis of the Newark Boys Chorus School are best done with a
method and in a style that permit some chronological pre-
sentation of material, liberal use of description, anec-
dotes, and recorded commentary. The case study method and
the style derived from it bring the reader closest to
thorough knowledge about the School.
CHAPTER II
ORGANIZATIONAL ELEMENTS
A Definition
Any study of cultural-educational organizations be-
comes complicated by the mixing of types - cultural and
educational, with an already complex concept - organiza-
tion. Before moving ahead to a closer look at the types,
it will be helpful to re-establish the groundwork of what
is meant by the term organization. Most understandable of
all is the organizing or coming together of individuals for
some common purpose. Early man banded together into large
family units and into tribes to better his chances for sur-
vival against the elements, predators and the competition
for food sources. Modern man bands together for many of
the same reasons in the form of cooperatives, consumer
protection groups and trade unions. An array of other
groups have been formed to further mans' social, economic
and political interests. These interests are often best
served by the formation of groups into organizations.
A useful definition of an organization is provided by
Kast & Rosenzweig (1970)
.
They view the organization as
"an open sociotechnical system with five primary sub-
systems: (1) Goals & Values, (2) Technology, (3) Structure,
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(4) Psychosocial, (5) Managerial" (p. x) . First, it is
considered a system because it is composed of components or
elements that are interrelated and interdependent. Second,
the system is considered open because there is continuous
interaction with the environment in terms of the reception
of inputs from the environment and the sending of outputs
into the environment. A closed system, on the other hand,
receives no inputs and sends no outputs. Third, the system
is considered sociotechnical because it is based upon the
tasks to be performed as well as the relationships between
the participants in the organization interacting with each
other. Each is considered equally as important to the
operation of the organization.
The subsystems are those interrelated elements that
together constitute the organizational system, and are
identified above as:
Goals and values . It would be more accurate to reverse the
order to Values and Goals. "Values are normative standards
which provide legitimation for goals, define needs and
goals, and on which people choose their social roles and
actions" (Asumi & Hage, 1972, p. 28., Kast & Rosenzweig,
1970, p. 53). Accepting this definition, it follows that
goals - the ends we are trying to obtain - flow from our
values
.
Technology
.
This term is most often thought of in the
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industrial sense pertaining to the use of machines to per-
form work tasks initially performed by humans. However, a
wider application of the term "refers to standardized means
for attaining a predetermined objective or result" (Kast &
Rosenzweig, 1970, p. 140). In this sense, then, it is
appropriate to speak of the technology of accounting,
teaching, building a house, etc.
Structure . Most common is the organization that is struc-
tured vertically, with authority and responsibility running
from the top of the system to the bottom, with a logical
division of labor. It is the pattern of relationships
among these various components of the organization that is
referred to as organizational structure. This structure
has two faces to it. One is the formal face which is based
upon the organizational charts, job descriptions, rules and
regulations, pay scales and the like. These are the sur-
face and visible aspects of the formal structure. Much
less visible, but as effective in its impact on the organi-
zation, is the informal face. The informal structure
arises from the spontaneous activities and interactions of
the organization's members. George Homans explains this
more fully with his model on social systems . Individuals
performing work tasks in an organization are engaging in
"activities." These activities result in "interactions"
among the participants, and from these interactions develop
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sentiments." it then is an easy step from the development
of sentiments to the emergence of informal groups and lead-
ers. This informal structure tends to grow in size and
power as time passes, to the point where it becomes a
powerful internal influence on the organization.
Psycho-social. "The Psycho-social System - the individual
in social relationships - can be understood in terms of
motivation and behavior occurring in an environment which
includes: status and role systems, group dynamics, in-
fluence systems, and leadership" (Kast & Rosenzweig, 1970,
p. 211) . Status refers to the relative prestige of a posi-
tion, and role to expected behavioral patterns. All posi-
tions in both the formal and informal organizational system
are characterized by a role and some level of status.
Group dynamics is the "mediating mechanism" characterized
by Homans' activities, interactions, and sentiments which
is experienced by all groups and affects organizational
behavior. It either results in positive interrelationships
among individuals or groups which facilitates harmony and
efficiency, or in negative interrelationships which lead to
conflict and disorder. Influence denotes the control of
behavior among or between individuals. And finally, lead-
ership is the ability to exert behavior control on others
in a specific situation. The above characteristics of the
psycho-social system just begin to give a hint of the
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complex and important nature of individuals in organiza-
tional operations.
j-^i • "Management involves the coordination of human
and material resources toward objective accomplishment"
(Kast & Rosenzweig, 1970, p. 6). The success of this
activity is intimately tied to the psycho-social system
within an organization and anyone who attempts to manage
must be knowledgeable and skillful in the workings of the
system
.
It begins to become clear that although the definition
of an organization is fairly clear cut and understandable,
the implications are indeed complex in terms of character-
istics and operations. There is no intention here to go
into an exhaustive analysis on what describes and defines
an organization. Rather, that a foundation and setting be
developed in which two organizational types - cultural and
educational - may be examined. First, a look at the set-
tings or environments in which organizations operate.
Environments
The internal environment initially has the most power-
ful influence on an organization. Such things as policy
and administration, supervision, working conditions, inter-
personal relations, money, status, security, recognition,
challenging work, and responsibility are included in the
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list of "hygiene factors" and "motivators" by Frederick
Herzberg. These set the attitudes, style, tone and pace
for employees at all levels. When these two elements are
functioning positively morale is usually high and produc-
is up. Conversely, when they are functioning
negatively the reverse is true. Thus, the vitality and
^i^^ility of an organization can be closely linked to these
elements
.
Despite the best of working conditions, conflict is
bound to surface. In many organizations conflict at some
level is ever present between and among: labor and manage-
ment, departments, formal and inforirial work groups, and
individuals. Although conflict can be debilitating when it
is random and uncontrolled, it can also be useful, and a
healthy sign that the organization is dynamic and respon-
sive to changing conditions and demands. The danger comes
in not recognizing the difference and acting on it.
Many observers consider the internal environment as
the controlling influence in organizational life, but as
organizations become more complex the external environment
plays an increasing role. Competitor organizations are
among the most common elements in the external environment.
Others include raw material resources, the weather, product
markets, and governmental policies and regulatory agencies.
All of these elements may have a significant influence on
what a given organization can do and when it can do it.
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The organization that is not only aware of but sensitive
and responsive to its external environment will be able to
take advantage of any advantages that present themselves as
well as effectively deal with any restrictions that are
imposed. Again, conflicts between elements in the external
and internal environments will occur. Forces on both sides
will develop until one overcomes the other, they are in
balance and thus at a stand-off, or they begin to work
toward a common purpose.
In an effort to understand organizational behavior
based upon interactions between an organization and its
environment, Emery & Trist (1973) developed a typology of
what they considered four "ideal types" of environments,
and the effects on organizations existing in the respective
environments. The four types of environments are: (1)
placid, randomized, (2) placid clustered, (3) disturbed
reactive, and (4) turbulent field (pp. 169-171).
(1) Placid, Randomized - is the simplest type of
environment in which good and bad experiences occur ran-
domly. The only requirement is that the organization
attempt to do its best. Learning by trial and error is an
acceptable condition and not an unreasonable handicap.
Only small, local organizations will find themselves in
this type environment.
(2) Placid, Clustered - in which there are numerous
opportunities to pursue various goals, some of which appear
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rewarding but will dangerously entangle the organization in
unwanted issues and problems. Some opportunities will seem
fraught with danger but may be potentially rewarding. An
organizational strategy must be developed and followed to
avoid costly adventures and missed opportunities. Organi-
zations operating under these conditions are often hier-
archical to permit close control.
(3) Disturbed - Reactive - the existence of a number
of similar organizations is the major characteristic of the
environmental field. Each organization is attempting to
occupy the prime position in the environment for its own
advantage, and all of the organizations have access to the
same information. In many ways this situation is similar
to the bettor at a racetrack. All have equal access to the
public information on every horse and every race. Luck
aside, the successful bettors will be those who consis-
tently identify the characteristics of both horse and rider
that will produce a winner. The interaction and conflict
between and among organizations arises as they make moves
that hinder each others progress. Military theories on
tactics, operations and strategy may become an integral
part of the organization's operations. The whole process
of moves and countermoves may eventually lead to a situ-
ation characterized by disorder and instability. At this
point the decision has to be made whether or not to com-
promise or somehow come to terms with the external forces,
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or fight to the death.
It IS this type 3 environment that will be used in
this study. There are numerous competitor organizations
maneuvering for financial support from many of the same
sources. However, as a private institution the Newark Boys
Chorus School has few regulations imposed by governmental
agencies, and is only indirectly affected by any major
shifts in the economy.
(4) Turbulent Fields - in which the turbulence arises
not only from the interaction among component organizations
the field but from the field itself. These other ele-
ments include legislation, public regulation, and economic
factors over which the organization has no control. Inter-
nal research and development efforts to keep ahead or
remain competitive also continuously introduces change into
the entire field. Businesses operating in this environment
are usually large complex organizations.
The typology outlines four ideal types of environ-
ments. The first tv/o are relatively static and permit
organizations to maintain a small-to-medium size and
management structure. Strategy is introduced in the second
environmental type as a major management tool. The third
and fourth types are dynamic in nature as a result of the
interaction among competitors. Turbulence is accentuated
by the other elements which further complicate the inter-
actions. Organizations operating in these environments are
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usually medium- to- large in size, complex, and have a large,
very hierarchical management structure. Tactics, opera-
tions and strategies are important decision-making proc-
esses .
The optimum situation for any organization has to be
the one in which it recognizes and has access to those
environmental elements or resources which will help it
evolve and grow, and have the power to eliminate or limit
competitors for scare resources, or at very least to arrive
at an advantageous compromise.
Together, internal and external environments are
powerful forces that must be understood and managed prop-
erly if organizations are to survive and thrive. These
environments will come up again as we move to a closer
examination of cultural-educational organizations.
The Cultural Component of Cultural-
Educational Organizations
The answer to the question, what is culture, may seem
obvious, but upon closer scrutiny it is discovered to be a
word complex in meaning. The American Heritage Dictionary
of the English Language, 1973 edition, provides a short,
commonly understood and accepted definition; "Social and
intellectual formation." Immediately following is a defi-
nition more meaningful to people whose life's work is
dedicated to the study of human culture; cultural
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anthropologists. The definition reads, "The totality of
socially transmitted behavior patterns, arts, beliefs,
tutions
,
and all other products of human work and
thought characteristic of a community or population." This
definition is not unlike the one formulated by Kroeber and
Parsons (1958) which defines "The concept culture . . . its
reference to transmitted and created content and patterns
of values, ideas, and other symbolic - meaningful systems
as factors in the shaping of human behavior" (p. 583).
These definitions sharply define some of the elements vital
for a clear understanding of the word. Emphasis on the
elements of values, beliefs, and institutions are important
for an understanding of cultural and educational organi-
zations .
All societies place some value on the beliefs and
patterns of behavior that lead to the establishment of
folkways, customs, and laws, and on the development of
those material objects and institutions that help man in
his daily living and foster his self-expression. These all
help man identify who he is as an individual and as a
society. They also provide the guideposts as to how man
has agreed to conduct his life and live together with
others. This information is passed on from generation to
generation in informal settings such as the family, and
formal settings such as the school. Although all members
of society are continuously barraged by information from
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the environment which affects beliefs and values and ulti-
mately changes or adds to existing culture, the focus of
cultural transmission activities is on society's children
through the school system. "The American School System
performs two essential functions. First, by interpreting
and transmitting the values of society and by helping
children to take their places as participating members, the
school has the function of inducting the child into his
society. Second, by promoting the ideals of the society
and by helping children to make their maximum contributions
to the community the school has the function of improving
the society" (Havighurst and Neugarten, 1957, p. iv)
.
The school system is one example of an institution
created by society to attend to the formal transmittal of
knowledge, skill and culture. Others have been created to
preserve and/or add to cultural heritage in specific areas
such as the arts. Museums, theater, ballet, and opera
companies are typical examples. Many of these organiza-
tions are similar in terms of mission, organization and
operation. The arts organizations, for example, serve as
a repository for many of the creative efforts of earlier
generations which are preserved and from time-to-time dis-
played to the public as examples of the best creative work
of an individual, people, period, or style. These may also
be among the places where individuals or groups toil to
create works that express or interpret contemporary life.
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thought, or action.
In addition to being a repository for culture, or a
place where culture is created, many of these organizations
have an educational mission. Sharing the cultural trea-
sures from the past is part of the transmission process.
this information available to society not only
imparts pleasure, and knowledge of the past but contributes
to the reinforcement of society's beliefs and values.
Hopefully, this will also be a stimulus for the creation of
new work that will not only add to existing culture but be
a part of the dynamic change process that shapes culture.
Thus, the cycle of the transmission of society's culture
begins in the home with young children, moves to the formal
school setting, and is completed as the adults, continu-
ously exposed to the mediums of culture, begins the process
anew with their own children.
The Cultural-Educational Organization
As might be expected, cultural-educational organi-
zations with similar missions will have a similar organi-
zational structure. At the top is the Board of Trustees or
Directors. These individuals are commonly non-paid volun-
teers who serve because of their interest in the organi-
zation's work or because they have a personal interest,
i.e., they have a child in the program, or a friend or
relative may be a victim of a health problem addressed by
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the organization. Individuals are invited to join a Board
most often because they have money and/or access to it.
The implication is that the organization will benefit
financially, which does not always happen. Individuals are
invited whose name or position lend prestige to the organi-
zation which in turn attracts other support. Finally,
individuals are invited whose knowledge and experience will
be useful. The prime candidate is one who possesses all of
the above characteristics.
Cultural-educational organizations are usually staffed
by a small cadre of professionals headed by an Executive
Director, whose job it is to see that Board policies and
the organizational mission are carried out. In addition
there may be a fund raiser, a public relations specialist,
researchers, teachers, field workers, managers and clerical
support. These individuals all have special knowledge or
skills that are vital to the success of the enterprise.
A vital element in many cultural-educational organi-
zations is the presence of volunteers who often provide the
manpower that permits it to function. And finally, there
is the organization's clientele which may be as broad as
all of society or as focused as one special group. This
clientele may be represented by the public that visits the
museum, the paying audience for a performing arts group,
the youth participating in a Boy or Girl Scouts Program, or
the recipients of services from the Cancer Society or Red
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Cross. The clientele is intimately joined to each organi-
zation's mission since all of the activities and services
are directed to the clientele. It is the organization's
raison d'etre.
The general operations of cultural-educational organi-
zations are also similar. The Board of Trustees is the
legal authority
, which in the case of cultural organiza-
tions are set up as non-profit agencies. This status
permits them to solicit and receive funds from foundations
and provides a tax incentive for corporate and individual
contributors
. The Board also sets policy and delegates
authority, usually to the Executive Director, for the
operation of the enterprise. The most critical function
any Board whose organization is not publicly funded
is to raise money. The easiest way is to have a Board with
members willing and able to use their own funds to cover
operating expenses. This is a rare occurrence. Generally,
the Board will include a number of people who have access
to various sources of money, such as foundations, corpo-
rations, wealthy families and individuals. The objective
is for the Board to use its influence and contacts to tap
these sources of money for organizational purposes. In
some organizations it is expected that any deficit at the
end of the year will be covered by some one(s) or all mem-
bers of the Board.
The greatest weakness of any cultural-educational
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organization not publicly funded or heavily endowed, is the
continuous need for capital and operating money. Next to
carrying out the organizational mission, raising funds to
sustain the operation is the primary activity of the Board
and some of the staff. Since fund raising continues
throughout the year
,
most organizations do not know whether
or not there will be a budget surplus (rare) or deficit
(common) until near the end of the program year. This
state of financial instability from year to year is a com-
mon occurrence, but sustains an element of stress on the
Board and is particularly acute among the paid staff whose
job security is continually in jeopardy. This situation
permits a low level paranoia to infest the staff, causing
interpersonal problems among those attempting to solidify
their position within the organization, and xvith the Board
who may be viewed as not caring enough to be more vigorous
and visible in its fund raising efforts. Likewise, Board
members become frustrated and demoralized when their fund
raising efforts are unsuccessful or inadequate, and there
is upheaval on the staff. This eventually leads to declin-
ing participation and resignation.
The professional staff are the ones who actually carry
out the goals, objectives and policies established by the
Board. They plan and conduct the program activities, admin-
ister the budgets, provide support for the Board's fund
raising activities, plan and conduct public relations
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activities with in-house staff or through outside agencies,
and supervise any volunteer workers. Most staffers in
cultural-educational organizations are trained profession-
als who provide the leadership as well as the support for
carrying out Board policies.
Those volunteers that do not serve on the Boards of
Directors often make up the legions of workers that rein-
force and provide the manpower for the work of the profes-
sional staff. These are the individuals that run many of
the auxiliary services at hospitals
,
serve as monitors at
the museums, wrap cancer dressings, drive the senior citi-
zens bus, serve as scout leaders, participate in religious
groups, answer telephones for a political candidate, serve
as chaperones for young people's activities, and many, many
more. In essence, it is the dedication and participation
of volunteers that make it possible for many organizations
to function effectively.
The Volunteer: A Profile
Why is it that so many people volunteer their time and
energy? An array of scholars have dedicated many years of
work researching the question. Yet it was as recent as
June 1971 that the Association of Voluntary Action Scholars
was incorporated, followed by the publication of the quar-
terly Journal of Voluntary Action Research in January 1972.
According to the President of the Association, David Horton
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Smith, "The present types of activities — the Association,
the Journal, and this series of books, (voluntary action
research) among other activities — differ from related
previous activities largely in their attempt to begin
drawing together the threads of all kinds of intellectual
inquiry on aspects of voluntary action into a more coherent
whole' (Smith & Reddy, 1972, p. 1) . Given the newness of
the concerted research into voluntary action, much of the
data collected has not been comprehensive enough to con-
clusively establish the validity of a number of proposed
theories, or the interrelationships between and among them.
However, it is useful to examine a number of the elements
and characteristics of voluntary action to begin to formu-
late answers to the question posed earlier.
First, what is voluntary action? Some researchers
<^iffsr on what should be included under voluntary action,
such as reading a book, watching television, listening to
classical music, and whether it matters if you do it alone
or collectively. One definition that includes generally
accepted elements of voluntary action states, "... volun-
tary action includes all behavior (whether individual or
collective) that is primarily a product of commitment to
values other than sheer, direct economic benefit, self-
preservation, physical force, physiological need, and psy-
chic, or social compulsion. Voluntary action may involve
helping others, helping oneself or both. In any event.
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voluntary action tends to include all of those activities
which most serve to give meaning and satisfaction to life
from the standpoint of the individual" (Smith & Reddy,
1972, p. 171) . Accepting this definition it can then be
stated simply that a volunteer is a person engaging in
^*^^^^tary action. It can be added that he is engaged not
because he has to but because he wants to, toward the
attainment of some psychic benefit or larger goal.
To begin to get at the question posed earlier as to
why some people participate in organizations and others
not, it will be helpful to examine a number of the factors
affecting individual participation. One of the major
"internal" factors studied relate to social background and
roles. A group of collaborating researchers, Raymond
Payne, Barbara Pittard Payne and Richard D. Reddy,
searched, synthesized, and summarized a wide range of
studies dealing with the social background and roles of
those individuals voluntarily participating in formal or-
ganizations. In an attempt to be able to predict partici-
pation based upon social background factors, they were
grouped into seven clusters:
(1) Life cycle stage, which includes age, marital
status, number of children, age of children, and
the life cycle stage as a complex.
(2) Socioeconomic status, including income, educa-
tion, occupational status, family or lineage
status, home ownership, and combined measures of
socioeconomic status.
Socio-physical characteristics, including sex,
race, ethnicity, personal health, and physical
abilities
.
( 3 )
46
(4) Formal organizational affiliations and roles,
including occupation and work, religion, poli-
tics and school affiliation (if attending)
.
(5) Interpersonal roles and experiences, including
' significant-other
' influences and informal
relations with parents, neighbors, friends from
various contexts, relatives, spouse, children,
etc
.
(6) Other social relationships and quasi-solitary
activities, including mass media behavior and
leisure behavior of a non-organized sort.
(7) Residential mobility and length of time resident
in a given community (Payne, Payne & Reddy. In
Smith, Reddy & Baldwin [Eds.]. 1972, pp . 209-
210 ) .
From study of the above clusters a number of propo-
sitions emerged which have generally been confirmed by
further research. The propositions are rated both in terms
of the strength and direction of relationships and in terms
of the consistency with which the relationship has been
found
.
(1) Membership and participation tend to increase
from about age eight through about age eighteen,
then decrease markedly. Toward the end of the
twenties, membership and participation increase
to a peak during the middle years (40-55) . With
increasing age, membership and participation
decrease gradually at first, but then with
increasing rapidity after retirement age. (Mod-
erate to strong relationship, very high consis-
tency.)
(2) Except for the young, married individuals join
more often and participate more extensively than
the single or the divorced, widowed, or sepa-
rated. (Moderate relationship, high consistency.)
(3) Widows and widowers show higher rates of member-
ship and participation than the single, divorced,
or separated. (Moderate relationship, medium
consistency.)
(4) Having children is associated with higher rates
of membership and participation for parents.
(Moderate relationship, low to medium consis-
tency.)
(5) Having all children of school age favors higher
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( 6 )
( 7 )
( 8 )
( 9 )
( 10 )
( 11 )
( 12 )
( 13 )
( 14 )
( 15 )
( 16 )
rates of membership and participation. (Moderate
relationship, high consistency.)
Higher income is positively associated with high-
er ^^tes of membership, participation, and lead-
ership. (Strong relationship, high to very high
consistency.) ^ ^
Those with higher levels of education are morelikely to join associations, to participate
actively in them, and to assume leadership roles.(Strong relationship, very high consistency.)
Higher occupational status is positively asso-
ciated with membership, participation, and lead-
ership. (Strong relationship, very high consis-
tency
.
)
Membership and participation rates are positively
associated with higher parental, family, or
lineage status. (Moderate relationship, medium
consistency
.
)
Home ownership and other measures of property
ownership are positively related to membership
and participation. (Moderate to strong relation-
ship, very high consistency.)
Combined measures of socioeconomic status, just
as the separate indicators, are related to higher
rates of membership, participation, and leader-
ship. (Strong relationship, very high consis-
tency
.
Upward occupational mobility is related to higher
rates of affiliation and participation. (Negli-
gible to weak relationships, inconsistent to low
consistency
.
)
'Orderly Careers' and 'Crystallized Statuses' are
related to higher rates of membership and par-
ticipation. (Moderate relationship, medium to
high consistency.)
Working class ('blue collar') urban memberships
in voluntary associations are concentrated in
churches, unions, lodges (fraternal & social
groups), and sports clubs. (Strong relationship,
high consistency.)
Middle, and especially upper-middle class persons
tend to have proportionately more voluntary asso-
ciation memberships in general interest, career-
related business and professional, community
oriented, service oriented, educational, cul-
tural, and political groups or pressure groups.
(Strong relationship, high consistency.)
Males tend to join more associations and to par-
ticipate more actively. (Weak relationship, low
consistency - holds best for less developed areas
or countries where equality of sexes is least.)
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(17) Blacks join and participate more than whites inthe lower socioeconomic statuses. (Moderate
relationship, high consistency.)
(18) If parents have been joiners and active partici-pants, their children are likely to be so also.(Moderate relationship, very high consistency.)(19) The affiliation and participation rates of
spouses are intercorrelated
.
(Moderate to strong
^sl^tionship
,
high to very high consistency.)
(20) Nswcomsirs to 3. coiniuunity (3 few y63rs or l©ss)li^sly
^
to show lower rates of membership and
Participation than those who have been residents
for longer periods of time. (Moderate relation-
ship, high consistency.)
(21) Higher rates of media exposure, or participation
in informal social settings, and of membership
and participation in various formal organiza-
tional settings is positively related to higher
rates of membership and participation. (Moderate
to strong relationship, high consistency.)
(22) The tendency for different kinds of voluntary
associational activity, informal interpersonal
activity
,
mass media activity, and other formal
organizational activity to be correlated or
covary in a population of individuals can be
viewed as a 'general activity syndrome'. (Mod-
erate relationship, high consistency.) (Payne,
Payne & Reddy. In Smith, Reddy & Baldwin [Eds.],
1972, pp. 231-232.)
Although the propositions are extensive and the rela-
tionship and consistency ratings convincing, the research-
ers are careful to point out that the findings reported are
the result of less than exhaustive research techniques.
There are also many important questions left unresearched
such as, what are the social background factors of the non-
joiner, particularly in the upper or middle socioeconomic
levels? However, for purposes of this study, the informa-
tion is useful in providing data to help develop a response
to the question on individual participation.
A second set of factors relate to the psychological
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and social psychological determinants affecting individual
participation. Compared to the seductively easily identi-
fied social background and role factors, the identification
of the psychological and social psychological factors are
at least equally as important, yet far less apparent, and
the interrelationships are probably more subtle and more
complex. Attitudes are one of the factors considered cru-
cial as a correlate of affiliation and participation in a
formal voluntary organization (FVO) . "Attitudes may be
regarded as predispositions to respond, as anticipatory
responses to people, organizations, and situations"
(Mulford & Klongan. In Smith, Reddy & Baldwin [Eds.],
1972, p. 251) . Formal voluntary organizations are those
having rules, goals, rights, and responsibilities for its
members
.
For classification purposes attitudes may be divided
into general attitudes and specific attitudes. According
to the authors, "General attitudes are thought to apply
across a broad range of voluntary action settings and
related social situations; and they are distinguished from
specific attitudes concerning and centering on a particular
formal voluntary organization" (Mulford & Klongan. In
Smith, Reddy & Baldwin [Eds.], 1972, p. 264). Both general
and specific attitudes have been related to affiliation
(joining) and participation of individuals in formal volun-
tary organizations. From the research has come a number of
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tested and data-supported hypotheses shedding additional
light on both affiliation and participation, using atti-
tudes as predictors. The findings are as follows:
These general FVO - relevant attitudes are signifi-cantly related to more individual affiliation with
organized voluntary groups:
(1) General obligation to participate in FVO's.(Strong relationship with high consistency.)
General perception of instrumental value ofIPT7/^ I
( 2 )
(3)
(4)
(5)
( 6 )
:
7 )
FVO ' s
(Strong relationship with high consistency.)
Formal group preference; low degree of need
inviolateness
.
(Strong relationship with high consistency.)
Anomia
.
(Strong and negative relationship with high con-
sistency
.
)
Service orientation to leisure time.
(Strong relationship with high consistency.)
Favorable attitudes toward participation in FVO's
held by significant others.
(Weak relationship with low
' consistency
.
)
Friendly relations with people in specific FVO.
(Strong relationship with high consistency.)
These specific FVO - relevant attitudes are signifi-
cantly related to more individual affiliation with
organized voluntary groups:
(1) Commitment to specific FVO.
(Strong relationship with high consistency.)
(2) Efficacy of specific FVO to achieve goals.
(Strong relationship with high consistency.)
(3) Obligation to participate in specific FVO.
(Strong relationship with high consistency.)
(4) Attractiveness of specific FVO.
(Strong relationship with high consistency.)
(5) Outside significant - other support for specific
FVO.
(Strong relationship with high consistency.)
(6) Personal fit with specific FVO.
(Strong relationship with high consistency.)
(7) Friendly relations in specific FVO.
(Strong relationship with high consistency.)
(8) Influence by others to join the specific FVO.
(Strong relationship with high consistency.)
The following general FVO - relevant attitudes are
significantly related to continued individual
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in organized voluntary action:
vi) General obligation to participate.
relationship with high consistency.)
perception on instrumental value of
(strong relationship with high consistency.)
(3) Formal group preference.
fA\
(Strong relationship with high consistency.)
(4) Service orientation to leisure time.(Strong relationship with high consistency.)
(5) Need inviolateness.
(Moderate to strong negative relationship with
medium consistency.)
(6) Anomia.
(Moderate to strong negative relationship with
medium consistency.
These specific FVO - relevant attitudes are signifi-
*"^^tly related to active and continued individual
participation in organized voluntary action:
(1) Loyalty to specific FVO.
(Strong relationship with high consistency.)
(2) Ratio of benefits to costs for participation in
specific FVO.
(Medium relationship with medium consistency.)
(3) Perceived rewards for participation in specific
FVO.
(Strong relationship with high consistency.)
(4) Social support within specific FVO.
(Strong relationship with high consistency.)
(5) Commitment to specific FVO.
(Strong relationship with high consistency.)
(6) Obligation to participate in specific FVO.
(Strong relationship with high consistency.)
(7) Personal fit with specific FVO.
(Strong relationship with high consistency.)
(8) Efficacy of specific FVO.
(Strong relationship with high consistency.)
(9) Attractiveness of specific FVO.
(Strong relationship with high consistency.)
(10) Outside significant-other support for specific
FVO.
(Strong relationship with high consistency.)
(Mulford & Klongan. In Smith, Reddy & Baldwin
[Eds.]
, 1972, pp. 269, 270.
A third set of factors relate to personality and
capacity determinants of individual participation in orga-
nized voluntary action. Although much research has been
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done in this area, again the warning is given that there
are still many unanswered questions. These cannot be
ignored if definitive data is to be established. However,
there are some useful findings which are as follows:
(1) Traits in the realm that includes extraversion,
sociability, friendliness, affiliation, moti-
vation, social confidence, socially desirable
response tendencies, etc. (versus introversion,
interpersonal cynicism, distrust, etc.) are
found to have weak to moderate positive cor-
relations with various modes of voluntary action.
These findings are very high in consistency.
(2) Traits in the realm that includes ego-strength,
adjustment, satisfaction, self-confidence, opti-
mism, impulse control, etc. (versus anxiety-
neuroticism, pessimism, emotionality, etc.) are
found to have weak to moderate positive correla-
tions with various modes of voluntary action.
The findings are very high in consistency.
(3) Traits in the realm that includes assertiveness,
aggressiveness, dominance, personal autonomy,
etc. (versus submissiveness, dependence, conform-
ity, acquiescence, etc.) are found to have
moderate to strong positive correlations with
various modes of voluntary action. These find-
are very high in consistency.
(4) Traits in the realm that includes achievement
motivation, competence, creativity, dependa-
bility, perseverance, etc. (versus fatalism,
alienation, powerlessness, apathy, etc.) are
found to have moderate to strong positive corre-
lations with various modes of voluntary action.
These findings are very high in consistency.
(5) Capacities of all kinds remain virtually ignored
in the literature on individual participation in
organized voluntary action. There have been no
systematic attempts to investigate the possi-
bility of correlations between the full range of
verbal, spatial, and numerical abilities, mechan-
ical-motor and social skills, or other capacities
to aspects of voluntary action. Where studied,
verbal/social skills seems to be positively
associated with individual voluntary action,
however, with high consistency (Smith & Reddy,
1972, pp. 293-4) .
A fourth set of factors relate to contextual and
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organizational determinants of individual participation in
organized voluntary action. The contextual dimension is
composed of:
(1) The Bio-Physical Environmental variables,
(2) The Cultural and Sub-Cultural variables,
(3) Social Structural variables, and
(4) Human Population variables.
The bio—physical environmental variables are all of
the nonhuman biological or physical aspects of the world
around an individual or social system, such as climate,
topography, pollution, buildings and animals. These
variables have some effect on individual participation in
organized voluntary action. For instance, struggling in a
harsh environment for food and shelter leaves little time
for participation; or having to go down the mountain for a
union meeting may stifle the willingness or ability to
participate; or, if it is raining a person may decide not
to attend a meeting.
The cultural and subcultural variables include all of
the basic ideas and values that are learned as part of
childhood socialization and taught mainly by one's parents,
relatives and teachers. Viewed from the perspective of
various cultural systems the ideas and values held to have
an impact on voluntary action, e.g., cultures that value
pluralism in politics, religion, associations, etc. are
more conducive to individual participation in organized
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voluntary action than those that emphasize conformity and
totalitarian control. Also, cultures that emphasize mas-
tery and accomplishment are more likely to produce eager
participants than those cultures that emphasize resignation
and acceptance of the way things are.
To some extent individual levels of voluntary action
are affected by the internal structure of voluntary
groups themselves and by the nature of the community
and larger society in which the voluntary action takes
place. We term such factors 'social structural and
organizational' because they focus more on the nature
of the social system or organizational setting of
individual voluntary action than upon cultural or bio-
physical contextual factors or upon an individual's
characteristics. Yet these social structural and
organizational characteristics can have a major
effect on general levels of voluntary action (Smith &
Reddy, 1972, p. 305)
.
Examples: Open social systems permit voluntary action to
flourish while closed systems restrict and limit activi-
ties. The level of modernization of a nation has a major
impact on the level of participation in voluntary action.
The socioeconomic level of a community is an important
factor in voluntary action levels for individuals in that
community. There is greater participation of individuals
in FVO '
s
in small towns (less than 10,000 population) than
in large towns or cities.
Organizational structure factors include: eligibility
requirements for membership w’hich will control who partici-
pates and why; required minimum levels of participation to
remain in good standing; the benefit system that motivates
the member to actively participate; the size of the
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organization which may either encourage or discourage
participation.
Human population variables refer to the biological and
physical characteristics of a given human population. No
substantive data is available relating these variables to
individual voluntary action.
These external variables all to some degree have an
effect on individual participation in formal voluntary
organizations. Unfortunately, they have not generated the
interest and thus the corresponding research to provide the
kind of data that has begun to be accumulated on the inter-
nal variables. However, with either set of variables it is
not yet possible to draw definitive conclusions about
relationships. As the authors point out.
To the best of our knowledge, there is no existing
theory in the literature relating all of these factors
to each other in a comprehensive model that attempts
to explain various kinds of individual participation
in organized voluntary action. Yet there is obviously
a great need for drawing together these disparate
kinds of influences into some coherent and testable
explanatory framework (Smith & Reddy, 1972, p. 321).
The initial question was, "Why is it that so many
people volunteer their time and energy?" Four sets of
factors affecting individual participation have been de-
tailed. First, social background and roles characteristics
may be summarized as follows: the average and most numer-
ous group of volunteers will be married with school age
children, white, between 40-55 years old, a homeowner.
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highly educated with a professional job, and with middle to
upper income and social levels. Second, psychological and
social psychological determinants affecting individual par-
ticipation are divided into general attitudes and specific
attitudes. General attitudes apply across a range of
voluntary action settings and situations relating to per-
ceptions about the value of formal voluntary organizations,
obligation to participate, adoption of favorable attitudes
held by significant others. Many of the same factors hold
for continued individual participation in organized volun-
tary action. Specific attitudes relate to perceptions
centering on a specific formal voluntary organization.
Many of these same attitudes support active and continued
participation. Third, factors relating to personality and
capacity determinants include dominance and assertiveness,
competence, and to a lesser extent extraversion and self-
confidence. Fourth, factors relating to contextual and
organizational determinants include environmental variables
where weather and/or distance may determine whether one
participates or not. Cultural and subcultural variables
include political support or opposition to voluntary action
or emphasis on accomplishment, all of which will affect the
level of participation. Social structural variables focus
more on the nature of the social system or organizational
setting of individual voluntary action, thus restrictive
membership requirements will have a chilling effect on the
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number of people that can participate.
All of this data still does not directly deal with the
primary question. What it does do is to profile the
characteristics and settings of those that participate in
organized voluntary action. These suggest there are
social, psychological, and economic reasons motivating
individuals to participate, usually operating in some com-
bination, all working to satisfy some individual needs.
This profile will be applied to a specific group of volun-
teers later in this study. It is expected that issues will
emerge regarding the potential strengths and weaknesses
possessed by these individuals as volunteers, and the
advantages and disadvantages that accrue to the organiza-
tion they serve.
Force Field
The functioning of organizational groups and their
interrelationships are often affected by the internal and
external environments in which they operate. Earlier, men-
tion was made of the external environments in which organi-
zations as an entity operate. Internal environments are at
least equally as complex and dynamic, and provide the
primary locus for organizational change. Any change may be
approached from the perspective of change in the structures
or conditions under which the members operate, or from the
perspective that organizational change comes through change
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in individuals' attitudes and behavior.
Kurt Lewin was one of the early proponents of the
social-psychological study of change. He was concerned
with individual attitude changes and with change in organi-
zational settings. In studying the process of change,
Lewin was also concerned with the effects of a single event
on the balance of forces within an organizational setting.
These forces were lined up on what Lewin termed a force
field. He theorized that change was movement from one
level of equilibrium of social forces in a setting to
another. Among the forces present were both pressures to-
ward change and forces resisting change. Lewin called
these forces driving and restraining forces each of which
may vary in strength which he called "valence." He de-
scribes a quasi-stationary equilibrium as a social state
corresponding to equally strong opposing forces. These
quasi-stationary processes are not perfectly constant but
show fluctuations around an average equilibrium.
In any organization we may observe conservative forces
working to maintain the status quo and forces for change
working toward growth and development. These forces ebb
and flow as the power shifts, but are always moving around
an equilibrium. Lewin saw changes in a level of equilib-
rium as moving through three stages: unfreezing the pres-
ent level of equilibrium; moving the present level of
equilibrium to a new level; and freezing at the new level
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to assure some permanence. In terms of force field analy-
sis/ unfreezing occurs when either the driving forces are
increased/ the restraining forces resisting change are
reduced or removed/ or when a restraining force in con-
verted into a driving force. Unfreezing "refers essen-
tially to the processes used in overcoming resistance to
change/ that is in counteracting personal and social fac-
tors that help to stabilize existing behaviors and beliefs"
(Kelman & Warwick/ 1973, p. 23).
As an overall strategy for planned change, Lewin '
s
model was modified and redefined by a number of research-
ers: Lippitt, Watson, and Westley, 1958; Kelman and
Warwick, 1973. For instance, Lippitt, et al expanded
Lewin ' s three phases to seven phases.
Phase I - The development of a need for change (Un-
freezing) .
Before planned change can begin there must be an awareness
that a problem exists and a desire to change.
Phase II - The establishment of a change relationship.
There must be confidence on the part of the client that the
change agent is expert enough yet empathetic enough to
help
.
Phase III - The clarification or diagnosis of the
client system's problem (Moving).
There must be close collaboration between the client system
and the change agent.
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Phase IV - The examination of alternative routes and
goals; establishing goals and intentions of
action (Moving)
.
The client system must be prepared to translate diagnostic
insights into intentions to change in specific ways
.
Phase V - The transformation of intentions into actual
change efforts (Moving)
.
Requires support from the change agent as well as accept-
ance from the various subparts of the client system.
Phase VI - The generalization and stabilization of
change (Freezing)
.
Requires a general acceptance throughout the system rein-
forced by positive evaluation and reward.
Phase VII - Achieving a terminal relationship.
Prevention of the development of a dependency on the change
agent by the client.
It will be useful to look in more detail at the prob-
lems and processes of change as described by Lewin and
others. This will provide one framework for setting up,
analyzing and finally developing a set of propositions for
the case, which is the subject of this dissertation.
Unfreezing . The first step in the unfreezing stage is the
recognition by the individual or client system that there
is a problem. This most often comes to light as a result
of some apparent dissatisfaction or pain resulting from the
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present state of affairs. At the point at which a decision
is made to seek outside help to change the situation, the
unfreezing process has begun. This is also the point at
which initial resistance to any change may appear. Resis-
tance will continue at some level through the unfreezing
stage into the moving stage. If the resistance has not
succeeded in stopping the change process up to this point
it will yield and may very well become one of the driving
forces promoting the change.
Resistance may be defined as "any conduct that serves
to maintain the status quo in the face of pressure to alter
the status quo" (Zaltman & Duncan, 1977, p. 63). These
same authors identify four interrelated sources of resis-
tance or barriers to change: cultural, social, organi-
zational, and psychological.
Cultural barriers . The cultural milieux in which people
are born and live provide them with a strong set of values,
beliefs, customs and roles which is their blueprint for
living in their society. The introduction of any deviation
often leads to immediate and strong resistance.
Cultural values and beliefs provide some of the major
barriers to change. Trust in the traditional way of doing
things often thwarts innovations in such things as agri-
cultural methods, or new techniques in maternal and child
care as opposed to the reliance on midwives. Religious
V7
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ideologies have impeded change by tenaciously espousing
ti^sditional beliefs and practices. Fatalism, or the per~
ception of a lack of ability to control one's future, is
another source of resistance to change.
Cultural ethnocentrism . A barrier to change as a
result of differing perceptions. The change agent who
comes from a different culture may view his or her own
culture as superior to the client's. Conversely, the
client may view his own culture as superior to others and
is thus reluctant to adopt changes borrowed from other cul-
tures. In terms of education or industry this problem is
illuminated by the refusal to adopt innovations or tech-
nology that wasn't developed within one's own system.
Two other frequent sources of resistance to change are
"saving face," and incompatibility of a cultural trait with
change . Individuals or groups often will not accept any
change that focuses attention on them as being deviant from
accepted and expected community values and behaviors. The
greatest sensitivity in this area have to do with matters
of family or religion.
Social barriers .
Group solidarity . This may prevent any change from
occurring especially if the subparts are closely integrat-
ed. Related to solidarity is the issue of interdependence.
Readiness for change on one part of a system may be
negated by the unwillingness or inability of other
63
interdependent parts to change. A change sequence
which would be strong enough to modify a subpart if it
existed in isolation may have no effect on the system
as a whole, and consequently it may fail to have any
real effect on any part of the system" (Lippitt et.
al, 1958, p. 77) .
Watson (1969) refers to this same situation as systemic
coherence
.
Group solidarity often leads to rejection of outsiders
which is another source of resistance to change that is
caused in part by "A high degree of in-group identifica-
tion. . . .A major problem in introducing social change is
to secure enough local initiative and participation so the
enterprise will not be vulnerable as a foreign importation"
(Watson, 1969, p. 496). As long as any proposed change is
identified with outside influence there is likely to be
strong opposition.
Conformity to social norms . Members of the social
system require that any changes must be compatible with
these norms. Otherwise, resistance can be expected by most
members. Conformity is also related to the problem of
saving face.
Conflict . May be a way to introduce change, but may
also work against it. If subparts or factions within an
organization or group are in conflict, a position adopted
by one may automatically be rejected by the others. There
may also be the view that one subpart is trying to rein-
force a vested interest at the expense of other parts.
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This will immediately raise the level of resistance by the
rest of the organization. Lack of group insicht is one of
the major barriers to change in small groups. According to
Lippitt the greatest resistance force operating in small
groups may be "the members' imperfect awareness of their
own interpersonal processes and their lack of a frame of
reference in which to judge their performances and their
possibilities for improvement" (Lippitt et al, 1958, p.
181) .
Organizational barriers
Threat to power and influence
. An important source of
resistance to change within an organization. Few wish to
relinquish control over decision making or influence over
policy setting, thus the conservative forces rally to main-
tain the status quo. This is part of the vested interest
situation mentioned earlier.
Organizational structure . "For change and innovation
to succeed in an organization, it is important that the
structure of the organization in terms of authority pat-
terns, channels of communication, division of labor, rules
and procedures, etc., be compatible or supportive of the
change" (Zaltman & Duncan, 1977, p. 76).
Behavior of top-level administrators . Must reflect
support for a willingness to participate in the change
process. Otherwise, it is reasonable to expect lack of
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conunitiriGnt
,
and rasistancG in thG ranks.
The climate for change in an organization
. Determines
the level of resistance to change that may be experienced.
The climate is determined by the:
(1) Perception by organizational personnel about the
need for change in the organization.
(2) Perception by organizational personnel about the
openness or willingness to change by departmental
personnel
.
(3) Perception by organizational personnel that the
organization has the potential for change .
Thus, if there is no perception of a need to change,
an unwillingness to change, or a perception that the orga-
nization does not have the capability to deal with change,
then there is a negative climate for change and the resis-
tance will be strong.
Technological barriers . One important source of
resistance to change flows from the realization that the
organization lacks the technical human skills to implement
the change adequately.
Psychological barriers .
Perception .
For various reasons, a person may not 'see' problems
requiring significant change for remedial purposes or
not 'see' solutions even if a problem is recognized.
Moreover, when data suggesting problems and indicating
solutions are thrust on someone, the data may become
distorted or even forgotten (Zaltman & Duncan, 1977,
p. 82)
.
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Homeostasis
. Individuals prefer to maintain an equi-
librium or comfort level when aroused or stimulated. Any
change that takes the individual beyond the comfort level
will meet with resistance. Lippitt et al. (1958) suggest
that the reluctance to admit having weaknesses, fear of
failure or awkardness in attempting to initiate new behav-
ior patterns, unsuccessful past change efforts, and fear of
loss of present satisfactions are some factors that may
account for homeostasis (pp. 180-181)
.
Conformity and Commitment
. Was included under social
barriers as a major source of resistance to change. People
need to feel that they are a part of the social order
.
Personality Factors
. Have been identified under some
of the earlier headings. These include: dogmatism, fatal-
ism, low achievement motivation, lack of conceptual and
inquiring skills and willingness to assume risk.
Other Barriers
(1) Habit. "Unless the situation changes noticeably,
organisms will continue to respond in their
accustomed way" (Watson, 1972, p. 612)
.
(2) Self-distrust. "Individuals will often distrust
their own conclusions or judgments and thus be-
come immobilized" (Watson, 1972, p. 614).
(3) Guilt often prevents an individual from making a
needed change.
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(4) Insecurity and regression. "There may be great
dissatisfaction with the present situation, but
the prospect of change causes even more anxiety
so they seek to find a road back to the old more
peaceful way" (Watson, 1972, p. 614).
(5) Resistance may arise from the relationship be-
tween the client system and the change agent
which was not firmly established at the begin-
ning .
(6) "A loss of energy and motivation on the part of
the client system may resist the change effort
to the point of collapse" (Lippitt et al., 1958,
p. 89) .
(7) Interference. "May arise when other projects
compete with the change project for the time,
energy and money of the client system" (Lippitt
et al
. , 1958
,
p. 89) .
(8) "A general tendency or reluctance to accept
influence from others because it threatens inde-
pendence or personal freedom" (Kelman & Warwick,
1973, p. 27) .
These additional sources of resistance operate in
individuals as well as in organizations. Before any prog-
ress can be made in a change effort, it is important that
these sources of resistance be identified, understood and
overcome. This is often the most useful role that an
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outside change agent can play for a client system
Movj^. Once the unfreezing process has been established
and the major resistance forces neutralized or converted,
the individual client system is ready to move to the next
level of equilibrium. Having adequately diagnosed the
organizational climate and nature of the problem (s)
, the
change agent must decide upon the strategies for change to
be used from air.ong the wide range that are available. "On
^ horizontal continuum these strategies might be considered
to be educative - persuasive - power, with facilitative
strategies used to enhance the other three" (Zaltman i
Duncan, 1977
,
p. 6)
.
A reeducational strategy is one whereby the rela-
tively unbiased presentation of fact is intended to
provide a rational justification for action. It
assumes that humans are rational beings capable of
discerning fact and adjusting their behav^ior accord-
ingly when facts are presented to them. The prefix
're' in reeducative is used because this strategy may
involve the unlearning or unfreezing of something
prior to the learning of the new attitude or behavior
(Zaltman & Duncan, 1977, p. 111).
Reeducative strategies are felt to be very neutral as
a result of the method of presenting factual, unbiased
information. This information is not presented with the
intention of providing new directions for attitudes or
behavior. However, as a result of the information a need
for change may be perceived. Using this strategy the
change agent must also be aware that: time must not be a
pressing factor, since a lot of time may be required to
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complete the education process; this strategy is very de-
sirable when resistance is prevelant and based on inaccu-
rate information; this strategy is essential when the
change proposed is a radical departure from past practice.
In essence, reeducative strategies lie at the end of the
continuum that represents the exertion of a minimum degree
of external pressure on the client system.
The next major strategy type along the continuum is,
persuasive. Included under this type are "strategies which
attempt to bring about change partly through bias in the
manner in which a message is structured and presented.
They attempt to create change by reasoning, urging, and
inducement. Persuasive strategies can be based in rational
appeal as well as emotional appeal and can reflect facts
accurately or be totally false. Such strategies include
propaganda, advertising, and lobbying among others"
(Zaltman, et al., 1972, p. 272) . From this description it
is clear that this type of strategy may be opportunistic if
used indiscriminantly
,
and poses some potential ethical
considerations for the change agent. Other considerations
to be aware of : the lower the degree of commitment to
change by the client system, the greater the need for per-
suasive strategies; when there is lots of time, persuasive
strategies may be effective; if there is resistance to
change, the skillful presentation of arguments supporting
the change may prove effective. Lying near the center of
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the continuum, persuasive strategies most often are used in
conjunction with the strategies at either end. Depending
upon the specific change strategies and technigues used,
P^^suasion tends to exert a moderate amount of external
pressure on the client system.
Power strategies are those at the other end of the
continuum. "Power may be defined as the ability to change
the probability of the target performing some behavior by
manipulation or threat of manipulation of the target's out-
comes. Thus a power strategy entails the use of coercion
to alter the probability of a target performing some
behavior desired by a change agent. The use of such power
may result in both direct and retaliatory costs to the
user" (Zaltman & Duncan, 1977, p. 153). In other words, a
change agent most likely will be able to change behavior
through some degree of coercion. However, he must be aware
that there are costs involved, in terms of rewards and
punishment, and that the change target also has power that
may be used against the change agent.
Power strategies are most appropriate when: there is
a low level of commitment to the proposed change; there is
little or no felt need for the change; there is a high
level of resistance to change; time is limited. Although
power strategies are usually successful in forcing a change
there may be negative side effects. Continued surveillance
may be required to enforce the change, or compliance may be
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done in a way to cause problems in other parts of the sys-
tem. As the strategy which exerts the maximum amount of
external pressure on a change target, it is also the one
that is most vulnerable to long-term failure if change-
maintenance activities are not provided.
Facilitative strategies provide the vehicle on which
the other strategies, particularly reeducative and per-
suasive strategies, ride. "Facilitative strategies are
those strategies which make easier the implementation of
changes by/or among the target group. The use of facili-
tative strategies assumes that the target group (1) already
recognizes a problem, (2) is in general agreement that
remedial action is necessary, and (3) is open to external
assistance and willing to engage in self-help" (Zaltman &
Duncan, 1977
,
p. 90)
.
In deciding upon which facilitative strategies to use
a change agent must consider that: the lower the degree of
commitment by the client the easier it must be made for him
to make the change; if time is important, assuming the
client's openness and willingness, change will occur quick-
ly; when resistance is high a different strategy has a
better chance of success. Facilitative strategies alone do
not create change, but act as a catalyst or vehicle for
other strategies that have more direct impact. The giving
of money from one government to another or from a charita-
ble foundation to an organization are examples of
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facilitative strategies. Bringing in an outside mediator
in a labor dispute, or an outside agent to help an organi-
zation identify and address internal problems are other
examples of facilitative strategies.
Although each of the three strategies on the horizon-
tal continuum are capable of individually initiating a
change, they are most effective in establishing long range
and stable change when used in combination with each other.
Thus a power change instituted immediately by the courts,
such as the desegregation of public schools, gains some
acceptance and stability over the succeeding years as a
result of an ongoing followup campaign of education and
persuasion
.
Under the horizontal continuum containing educative,
persuasive, power and facilitative strategies is a vertical
continuum containing the various and specific intervention
techniques designed to bring about change. These may be
arranged and differentiated in terms of the depth of indi-
vidual involvement. By depth is meant "the degree to which
the intervention strategy is directed toward value-laden,
emotionally charged involvement of the individual"
(Harrison, 1975, p. 78). Harrison's typology of change
begins at the top of the continuum with systemwide ap-
proaches to change employing such techniques as survey
feedback, and the organizational confrontation meeting.
The next level down is concerned with "individual
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organizational interfaces." Here the change agent would
consider job design, role analysis, and possibly management
by objectives. The next level focuses on personal work
styles, which looks at working relationships among individ-
uals touching on feelings, sentiments, or attitudes. In-
tsi^ventions at this level include process consultation,
family group diagnostic and team building meetings
. The
deepest level of intervention examines the individual's
attitudes and values about his own functioning and iden-
The techniques used include laboratory training,
encounter groups, and personal consultation. Given the
personal and possibly emotional nature of the subject mat-
ter at this level, the greatest degree of training and
skill is required of the change agent. This is also the
level which will have the most direct impact on the indi-
vidual for good or bad.
As with strategies on the horizontal continuum, these
techniques are often used in various combinations appro-
priate to the situation to maximize effectiveness.
Freezing . An element of concern to both the change agent
and the client is establishing permanence of change into
the structure of the organization to maximize the benefits
This may be accomplished by restructuring the organization
or job descriptions which establish new role relationships
Institutionalizing the new norms, values and attitudes is
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also a vital aspect of the process. The techniques for
aoing this include: an ongoing or intermittant relation-
ship between the change agent and client to provide rein-
forcement; the training and development of an internal
agent to help stabilize the change; periodic self-audits
and evaluations by the client to highlight progress and
focus on new problems or issues that may be developing.
Again, the institutionalization of the change into the
fabric of the organization is the objective of the freezing
process, or developing what Watson would refer to as a new
"habit." The one danger always present is that the new
practice will become so ingrained that it becomes a source
of rigidity and resistance against further change.
As Lewin perceived it, the force field was the arena
in which the change agent must work. To be successful the
agent must clearly see and understand the alignment and
strength of forces present, as well as have identified the
issues which are causing the tension. A force field analy-
sis provides the profile and model from which the change
agent makes the diagnosis and decides upon the strategies
and techniques to be used in moving from an existing to a
new level of equilibrium. The process of diagnosing issues
and the forces at work is followed by every change agent.
Lewin and others formalized and refined the process into a
working model. The key events in this model include:
Unfreezing the present level of equilibrium at which there
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is conflict, tension and discomfort. This requires an
acknowledgement by the client system that a problem exists,
and an understanding of the nature of the problem. A re-
duction or removal of resistance to change is necessary to
facilitate the next event, moving to a new level of equi-
librium or acceptable comfort level. The final event is
freezing at the new level of equilibrium to assure some
permanence. As a working model, force field analysis is
an important and useful tool in facilitating change.
In chapter four, force field analysis will be applied
to the case under study. The key events in the model will
be detailed as an actual change effort unfolded.
Introduction to the Case
The organization presently known as the Newark Boys
Chorus School was incorporated in September 1969 as the Nev;
Jersey Boys Chorus. This was the culmination of a number
of years dreaming, working and planning on the part of the
Chorus School's Founder-Director, and the official begin-
ning of the long arduous task of building a substantial,
viable organization. The objectives were to:
(1) Identify and recruit young boys in grades five
through nine that had superior voices.
(2) Provide voice training and concert experiences
that would develop the boys into a major touring
chorus
.
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(3) Facilitats vocal tiraining and. davaloprnant
, and
touring by operating an independent day school
with a full academic program for the boys in the
chorus
.
(4) Ultimately have a chorus with an image and repu-
tation similar to the Vienna Boy Choir, yet
distinctly American.
The formalization of the organization and establishment of
the day school was intended to provide some stability and
continuity for the chorus' activities as well as providing
the basis for developing an image. This would be in stark
contrast to the two prior years of meeting after school
hours in church basements or other borrowed facilities to
rehearse, and to its earliest beginnings as a chorus formed
solely to sing in the New Jersey Symphony's Christmas pre-
sentation of The Nutcracker Suite.
In addition to the founder, a few other prominent men
and women were convinced that forming a boys chorus in
Newark was not only a good idea but would gain broad accep-
tance and support among the business community as well as
the community-at-large. The timing was particularly signif-
icant. The City of Newark was still smarting from the
aftereffects of the riots during the summer of 1967. The
city's image and morale were at low ebb, and anything that
represented the city in a positive manner was welcome. The
idea of a group of predominantly black youngsters from
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Newark, professionally trained to perform music "From
Renaissance to Rock" in the major concert halls in the
country, was well received. in recognition of the close
ties and image with the City of Newark, the official name
was changed to the Newark Boys Chorus School in 1971.
With guidance and suggestions from the head music edu-
cator in the city school system, the founder organized a
group of educators, business and community people that
planned, worked and identified resources that subsequently
launched the New Jersey Boys Chorus
. This same group of
individuals formed the nucleus for the first Board of Trus-
tees .
The governance system for the organization was and is
composed of three elements: the Board of Trustees, the
staff, and the Parents Advisory Council. As required by
law, the Board is legally responsible for the organization,
and the officers sign all official documents. The Board
sets overall policy for conducting business, closely moni-
tors financial activities, and generally takes the lead in
fund raising. Numbering approximately 30 members, the
Board has traditionally been composed of a majority repre-
senting business and industry, a few from education and
local government, and a few suburban women interested in
the arts. The staff concerns itself with conducting the
administrative, academic and music programs. Participation
in governance occurs primarily through input provided at
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monthly Board meetings or one-on-one lobbying with individ-
ual Board members. The parents participate through their
Council which has two representatives seated on the Board.
However, issues of concern regarding finances, staff,
program or any other matters which are forwarded to the
iri the form of a resolution are received as advice
from the Council. This pyramidal system of governance has
never been totally acceptable by those at the base, the
staff and parents. Both consider it inappropriate that
those farthest av;ay from the daily program activities have
the most decision-making authority. The students as a body
have no input into the decision-making process.
As with most arts organizations, funding is a critical
element. In the performing arts particularly, the audience
fleetingly experiences the "product" at the moment of
creation before it is lost forever. Yet the training,
preparation and supportive services require enormous
resources. Ticket sales seldom adequately meet these re-
quirements, so the arts must turn to the public and pri-
vate sectors for support. At the federal level the Nation-
al Endowment for the Arts serves as the national patron of
the arts. State and local arts councils and organizations
support specific groups and program activities within their
areas
.
Public and private foundations are a major source of
funds for arts organizations . They frequently have large
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sums available which may be used for a wide array of
program activities. Likewise, large corporations have
increasingly been supportive of arts endeavors. Many
corporations have a line item in their annual budgets dedi-
cated to the support of various arts programs from tele-
vision specials to activities in local settlement houses.
Many also make in-kind contributions in lieu of or in addi-
tion to their cash contributions. This often takes the
form of donated surplus equipment and furniture, food
service for receptions, and the use of facilities. One
othsr vital contribution is in the form of manpower. As
part of company policy, many firms encourage their person-
nel to become involved in community organizations. A
number will provide some management level personnel to
serve on various Boards of Directors or Trustees. Local
governments will often provide the same service. These
individuals bring a level of skill, knowledge and informa-
tion to the arts organizations that often means the dif-
ference between viability and disintegration. They are
also astute at facilitating financial, legal and adminis-
trative matters
.
Finally, individual patrons of the arts from the
community-at-large form the backbone of arts organization
support. In addition to cash contributions, these individ-
uals support the guilds, buy tickets and attend the per-
formances .
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The Newark Boys Chorus School has had access to all of
these sources of funds and support. in recent years the
School has received token support from the New Jersey State
Council on the Arts, which is the only public money the
School has received. Over the years private foundations
have been very generous in providing capital, operating and
program funds. Major corporations in-and out-of-state have
supported fund raising programs. Local corporations have
been the most supportive in making cash and in-kind contri-
butions, and over the years provided the individuals who
have brought leadership to the Board of Trustees. Since
its inception the School has also had a few individuals who
for periods of time have been major patrons. However, to
date the School has not been able to attract and keep a
large corp of loyal, consistent supporters.
During the year of incorporation a large georgian man-
sion was acquired which would house the facilities for the
chorus and the accompanying day school for six years. In
March 1976, an electrical fire started on the upper floors
rendered the house uninhabitable. For the next 14 months
the School rented temporary facilities and had to endure
lack of space and inadequate security which led to numerous
property losses. In May of 1977 the School moved into a
newly renovated three-story building which had been donated
by one of the major financial institutions in the city,
which provided enough space designed for the academic.
81
music and administrative programs.
Recruitment of youngsters who were willing and able to
commit themselves to from seven to nine hours for academic
and music training each day was the key strategy to build-
ing a musical organization. The music staff has always had
the responsibility for recruiting the approximately 50
youngsters enrolled. Their efforts focused on young boys
in grades five through eight primarily in the public school
systems in Newark and area suburbs. This included going
into the schools, talking to music educators, giving pre-
sentations to students, and auditioning interested boys
with voice potential. An open call was also made through
newspaper advertisements and announcements for those
interested to make an appointment at the school for an
audition. The spring screening process typically included
a number of auditions and academic testing before a young-
ster was invited to join the chorus for summer rehearsals.
For those that returned in the fall, the youngest and in-
experienced boys formed a training chorus for the year.
The others the concert chorus.
All boys participated in an extensive daily rehearsal
schedule and are exposed to all aspects of vocal training.
Presently, in addition to their vocal training all boys
received piano lessons as part of their musical training.
The concert chorus spends the most time rehearsing, mainly
in preparation for its concert appearances. The chorus has
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made a number of concert tours: to New England, the South,
and Midwest, one national tour extending to California, and
one tour abroad, appearing at a special program at the
Vatican in Rome. The remainder of the 60-80 annual concert
appearances are local, including in 1977-78 the world pre-
mieres of commissioned works by two major composers.
In the ten years since its inception, the Newark Boys
Chorus has come far toward accomplishing its goal of estab-
lishing a major touring chorus.
To facilitate the extensive vocal training and concert
programs, a state chartered independent middle school was
established to provide academic programs, initially for
grades five through nine. In 1978 the ninth grade program
was eliminated from the curriculum to permit students to
take full advantage of the full range of academic and
extra-curricular offerings available in a comprehensive
high school setting. In addition, this is the age when the
male voice often begins to change. A voice in the process
of change is marginally useful for purposes of the chorus.
The School has primarily been staffed by four academic
teachers and a teaching principal. Occasionally, part-time
resource teachers have also been employed. From the begin-
ning the educational philosophy tended heavily toward an
individualized approach. The student-teacher ratio of
approximately 10:1 made it physically possible to attempt
this kind of program, but other essential elements such as
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stable scheduling, and experienced teachers were often
missing which provided great obstacles to successful imple-
mentation.
The sometimes extraordinary needs and demands of the
music program has inevitably led to occasionally serious
c^riflicts with the academic program, which requires a
degree of stability and consistency. Parents and the Board
of Trustees have frequently been drawn into the controversy
with forces lining up on each side of the issue. This pri-
mary issue of the music program versus the academic and the
outcomes is a key element in understanding the organiza-
tion.
Thus, the Newark Boys Chorus School, beginning with
humble origins, in 10 years developed into a complex
organization. Conducting a full-scale academic program
along with an ambitious musical program created issues and
problems the school was often not prepared to address. The
personalities involved and the continuous financial strain
often exacerbated and magnified the crisis atmosphere to
the point of near organizational destruction. These issues
will be dealt with in detail in chapter four.
CHAPTER III
SOCIAL AIJD PSYCHOLOGICAL ELEMENTS
The Educational Component of Cultural-
Educational Organizations
^he preceding chepter a definition of culture was
developed. It was pointed out that education was and is
the process used to transmit culture from generation to
generation, and the school is both the primary formal set-
ting and vehicle in which this process occurs. In addition
to inducting children into society, the school system has
the goals of improving society and promoting social change,
and of stabilizing society and maintaining the status quo.
These apparently conflicting goals and the processes used
to attain them contain the seeds of conflict, anger and
frustration which has blossomed in many communities through-
out the country. "When the school system acts as a sorting
and selecting agency it promotes movement or fluidity in
the social structure by selecting some people for upward
social mobility. At the same time the school maintains
stability of society by some of the ways it helps to keep
children in the same social class levels as their parents,
as, for instance in its ways of grouping pupils"
(Havighurst & Neugarten, 1967, p. 87).
Homogeneous grouping is a major factor in keeping
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children of similar social status together. High social
status families tend to live in the same neighborhood, and
it is believed by this group that their children tend to be
more intelligent and thus get better grades. Similarly,
lower social status families tend to live together, and the
expectancy is that their children will be low achievers in
school. However, where the social status strata is inte-
grated in the school setting, there are usually some bright
lower status children that will be placed with the bright
higher status children. For these lower status children,
the homogenous grouping has provided the opportunity to
begin to become upwardly mobile.
The comprehensive high school is another factor that
can contribute to social stability, while ideally it pro-
motes social fluidity. The multitrack curricula offers
students the choice of courses in vocational and technical,
business, and college preparatory. Either through high
school counseling or choice based on social conditioning,
working class students often find themselves in the
vocational-technical curriculum, and upper class students
in the college preparatory curriculum. Frequently, it is
difficult to transfer into the college preparatory curricu-
lum so the social strata tends to remain static. Where
there is ease of transfer among the curricula the social
strata is fluid.
In addition to social class issues, the school is also
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the setting where many children are exposed to first-hand
experiences dealing with the issue of race. Is it alright
hest friend is a hlack child? Can I study with an
oriental student? Should I be seen eating lunch with
Jewish students? The answers to these questions are fre-
quently implanted in the young child long before the
experiences occur. "It is in the matrix of the family in
the child's most dependent years that his base attitudes
and social awareness are formed" (Bloom, 1972, p. 60).
Family, peer groups and society often reinforce these
attitudes, or condemn them if they are considered deviant.
Racial Awareness
Assuming a racially integrated school setting, racial
awareness and its impact on the child may have a signif-
icant effect on reinforcing or changing attitudes developed
in early childhood. A significant point of inquiry is the
origins of racial awareness and the age at which it first
appears
.
A number of researchers (Allport, 1958; Clark, 1955;
Goodman, 1964; Porter, 1971) have firmly established that
racial awareness is present in children as young as 3 years
old. Goodman studied 103 pre-school children aged 3-5
years old attending nursery school. There were 57 Negro
children and 46 white children included in the study. The
summary findings of her research include the following:
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(1) It has taught us that "little children" sometimespay a startling amount of attention to race just
as soon as they pay attention to other physical
— and socially significant -- attributes (like
age and sex)
,
and that the amount and kind of
attention paid by different children vary as afunction of certain interrelated factors
.
(2) There is never a single cause, a single term in
the personal equation (or a single event in the
personal history)
,
which alone determines the
young child's intorest in and knowledge of race
and race differences, or his feelings about his
own or another racial group.
(3) The high degree of race awareness we have seen in
many of these children is startling, and not only
because it does not fit our adult expectations.
There is another part which is not merely star-
tling but quite shocking to liberal-humanitarian
sensibilities. It is shocking to find that four-
year-olds, particularly white ones, show unmis-
takable signs of the onset of racial bigotry.
(4) As an equally grim corollary we have another
fact. It is all too clear that Negro children
not yet five can sense that they are marked, and
grow uneasy. They can like enormously what they
see across the color line, and find it hard to
like what they see on their side. (Goodman,
1967, pp, 210, 245)
Adults generally, and parents specifically, have the
erroneous attitude that young, pre-school age children have
little interest or awareness in race. The researchers
cited above, among others, have demonstrated this as being
untrue. The influences on the young child that contribute
to racial awareness and the formation of racial attitudes
come from a number of sources. As Bloom indicated above,
the family initially has the most dominant influence on the
child. This includes not only the parents, but siblings
and other relatives as well. The child absorbs what they
say, how they behave, and the inconsistencies and
88
conflicts. At some point teachers and peers enter the
field of dominant persons in the child's life.
Individual attributes of a child also contribute to
racial awareness
. Skin color and features become increas-
ingly important in terms of social acceptance, and age is a
factor in whether a child will have a low, medium, or high
level of awareness. A level of interracial contacts, the
degree of emotional stability, other interests, perceptual
keenness, and attention to detail are all determinants as
to the racial awareness of a given child.
The development of racial bigotry in the young child
cannot be completely blamed on family influence. As has
just been pointed out, a number of influences are present.
The neutral activity of teaching the young child colors
takes on racial connotations as the color white becomes
linked with the words clean, good, pretty, and the color
black becomes linked with the words dirty, evil, ugly.
The transition to applying these word-meanings to skin
color comes easy for the child. The recognition soon fol-
lows that to be considered white is to be "socially accept-
able." To be considered black or brown (Negro) is to be
considered "socially rejected" or questionable. Thus the
onset of racial bigotry and the sense of being marked and
unacceptable may flow from innocent sources. Whether these
beginnings are reinforced and supplemented, or neutralized
are very much determined by familial influence.
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In sum, "the thoughts and feelings of our four-year-
olds, white or brown, do not come out of the blue. Neither
do they come simply and directly from parent to child.
They rather grow in each child, a unique result of a unique
combination of conditions
, each child grows his own set of
thoughts and feelings about race, and he achieves them out
of the materials at hand. The materials can be sorted into
types labeled personal, social, and cultural" (Goodman,
1964, p. 245). This summation is supported by the work of
Allport (1958) .
Both Goodman and Allport identify three phases in the
development of race awareness and attitudes in young chil-
dren. Goodman's (1964) phases are: "1. Awareness,
2. Orientation
,
3. True Attitude : (p. 252). Allport's
(1958) parallel phases are:
Pregeneralized Learning . The term draws attention
primarily to the fact that the child has not yet
generalized after the fashion of adults. He does not
quite understand what a Jew is, what a Negro is, or
what his own attitude toward them should be.
Total Rejection . If Janet by now has learned to dis-
tinguish Negroes from other groups, even from the
dark-skinned Mexican children, or Italians— in other
words, if she now has the adult category in mind— she
will undoubtedly reject all Negroes, in all circum-
stances, and with considerable feeling.
Differentiation . The prejudices grow less totalized.
Escape clauses are written into the attitude in order
to make it more rational and more acceptable to the
individual (pp. 294-295)
.
In terms of approximate ages, these researchers agree
with other studies that pregeneralized learning is evident
through age 6. The total rejection phase is found in many
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children by the age of 7 or 8 . Differentiation begins
about age 14. From this point on the adolescent's atti-
tudes begin to come under the influence of his individual
personal needs and development.
The growing awareness and subsequent attitude forma-
tion inevitably leads into certain behavioral characteris-
tics on the part of the children. A major example is the
recognition by children that certain words have the power
to elicit strong responses from adults (Nigger, Dago, Kike,
Jap)
. These words are often used during periods of
®^treme excitement, during play or in anger, even though
the meanings of the words are not understood. Later, when
the child understands the meaning and emotional effect of
these words, they are often used to taunt and hurt another
child. The power of the epithet as a verbal weapon is well
understood by the adolescent, and carries over into adult-
hood .
Earlier, mention was made of the growing awareness on
the part of the Negro child under 5 years old that he is
"marked." Likewise, the white child comes to understand
the social preference for white skin. Goodman (1964)
observed, "That for the whites growing race awareness and
in-group orientation brings a greater sense of security in
their racial status. Typically there is a sense of com-
placency about the racial self. For the Negro children it
is quite otherwise; heightened awareness and growing
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out-group orientation are typically accompanied by a grow-
ing sense of insecurity with respect to racial status, a
heightened emotionality and a greater sense of personal
involvement and personal threat" (p. 258). in terms of
behavioral outcomes, Goodman's (1964) observations "Found
striking differences between the races, the Negro children
were relatively hyperactive and strong in leadership; they
were comparatively more sensitive, gregarious, competitive,
and aggressive" (p. 260)
.
It is generally agreed among researchers that racial
awareness in young children begins as early as 3 years old.
This awareness is not a result of heredity, but derives
from a variety of cultural, social and environmental fac-
tors. The primary influence is the young child's family
which provides the basis and reinforcement for awareness
and attitude formation. As the child matures, awareness
increases and an understanding and acceptance of the social
valuation placed on white skin versus black skin develops.
The valuation system expands to include other ethnic and
religious groups, and class distinctions. By early adoles-
cence, the child has well integrated into his values and
attitudes the norms of his family, his culture and his
community. Soon to come is the maturity, the insight,
experience, and personal need which may open to question or
reinforce many of the values and attitudes developed during
childhood
.
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White Teacher - Black Student
A dominant influence through the early life of every
child IS the teacher. Based upon the knowledge, skill,
sensitivity, and good will of a number of teachers, the
childrens' developing racial awareness, attitudes, values
and attendant behavior may be channeled into positive
channels of inquiry, understanding, and response, or into
the destructive avenues of myths, fear and hatred. As both
role models and attitude-value setters, teachers' influence
falls below the influence of the family, but through con-
tinuous exposure over a number of years the cumulative
impact on the given student may be significant.
A bothersome issue concerning the white teacher -
black student relationship revolves around the question:
Do white teachers in predominantly or all black schools
encounter problems they would not encounter in white
schools? The answer, and the reasons behind the answer
will focus on the impact white teachers have vis-a-vis
black students, and indirectly on v/hite students. Clearly,
there is no definitive yes or no answer to the question.
It is situational and based more upon the individual
teacher
.
Historically, teachers were white and from middle-
class backgrounds. Their teacher preparation programs did
little or nothing in providing special knowledge or
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training for those who would be working in inner city
schools, and thus exposed to students whose life styles,
values, and attitudes were different from their own. This
deficiency, added to their own predisposition toward other
ethnic groups, and blacks in particular, set the stage for
their initial teaching experiences. Presently, many teach-
er training programs are prepared to provide training for
those who will be working in urban districts. However,
since the background of many teachers is the same as their
predecessors, the initial question is still valid: Do
white teachers in predominantly or all black schools en-
counter problems they would not encounter in white schools?
Young children often want and try to develop a close
relationship with their teacher. It is common for a child
to indicate that she wants to be like the teacher, or is
proud that the teacher likes her. In these instances the
teacher is clearly an important role model and attitude-
value setter for the children, black and white. As academic
instructors, there is evidence that teachers play an impor-
tant role in the interracial classroom and contribute more
to the academic growth of black than of white children. At
least one researcher identified three significant charac-
teristics of the successful teacher: (1) Child-oriented;
(2) Fairness; and (3) Task-oriented.
For blacks, child-orientation or interpersonal compe-
tence in teachers contributes significantly to reading
growth and seems to lead to improved conduct and
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attendance and belief in teacher's approval. Fairnin teachers contribute to improved conduct and sens
Assuming these three characteristics are significant, and
the indicated results follow, then those teachers who can-
not relate to black and other ethnic minority children, or
are marginally competent teachers, have a high probability
of encountering problems in black schools.
The reasons some white teachers have a problem relat-
ing to black students include the following;
(1) Black culture is completely alien to their white
middle-class culture.
(2) They have maintained a benigned ignorance about
black culture.
(3) They cling to the myths and stereotypes about
black people.
(4) They believe black children are unwilling and
unable to learn.
(5) They feel an assignment in a black school is per-
sonally demeaning.
(6) They don't believe that black parents care
whether or not their child does well in school.
(7) They believe that if parents and students don't
care about education, then they need not exert
themselves as teachers.
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(8) Th©y ar© prof©ssionally incoinp©t©nt
.
Stud©nts at a young ag© ar© s©nsitiv© to t©ach©rs who
do not car© about th©in or activ©ly do not lik© th©m. This
awar©n©ss l©ads to b©havior probl©ms, abs©nt©©ism
,
and
ultimat©ly to acad©mic failur©. Among old©r stud©nts this
manif©sts its©lf in op©n hostility toward whit© t©ach©rs
and school generally, and becomes part of a pattern of
academic failure. The racist or indifferent white teacher
impacts indirectly on any white students present in the
school by performing as a role model, reinforcing any of
the negative racial attitudes they may have.
On the original question, there seems to be no defini-
tive answer, although arguments will be mounted on both
sides. Obviously, there are some white teachers working in
black schools who are outstanding teachers, and have the
respect of students and parents. Possibly a more fruitful
avenue of inquiry is to focus more on the abilities of
teachers as opposed to the attitudes of teachers. This is
more eloquently stated by David Gottlieb (1975) . "I
believe that we have become so caught up in the rhetoric of
the proper and right attitudes that we have abandoned the
search for the essential ingredient of education. That is,
the teaching of skills and abilities that are crucial to
survival in our highly complex and ever changing society
.
. . .skills in the areas of education, career, and self
development" (p. 82).
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The issues of racial awareness and the attitudes and
values that follow, and of the relations between teachers
and minority students have significant impact on the de-
veloping child. They may set the direction and tone for
the approaching adult years not only for the individual,
but for the society in which he or she will live. Educa-
tional development of children remains primarily in the
hands of professional educators. If there is a serious
dysfunction in the system, primarily as a result of the
classroom teacher's subject-matter incompetence, or being
unwilling or unable to relate to and work with minority
students
,
then academic failure for these students is built
into the system. Some will overcome the handicap and learn
and grow despite it. Many others will not overcome it.
Their failure will lead to hostility, aggression, and ulti-
mately to dropping out of school. At this point, the
social costs to society begin in terms of un or under-
employment, possibly unsettled family life, and as a
general loss of a positive resource for society. Likewise,
developing racial awareness and the subsequent attitude and
value formation set the pattern of self-image and ego devel-
opment that help determine how the individual v/ill function
in adult society.
The above issues will be the framework in which the
following case will be set, to analyze their applicability
to a specific organization.
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Relationship to the Case
From the time of its formal inception in 1969 to the
present, the student enrollment at the Newark Boys Chorus
School has fluctuated around 50 boys, enrolled in grades
five through nine up to 1978, and presently in grades five
through eight. Racially, the School has continuously been
composed of 90 %-95 % black students with the remainder
being white students. Most of these students were members
of low to middle income families living in Newark or the
surrounding suburban communities. A few families lived in
far suburban communities.
Up to 1976, the three person professional music educa-
tion staff was composed of white males. A black male
Assistant Director was hired beginning the 1976-1977 sea-
son, but resigned mid-way through the season. The full-
time five person academic staff has over the years pri-
marily been composed of four white and one black teacher.
Likewise, the Board of Trustees has customarily been
composed of from 80 %-90 % white members and the remaining
10 % to 20 % black members.
The School's first home was in a georgian mansion,
located on a quiet, tree-lined street in Newark's North
Ward. The neighborhood was composed primarily of Italian
families, many of v/hom resented the fact that a "black
school" was permitted to exist in the neighborhood.
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Incidences of open hostilities were reported of neighbors
shouting obscenities and shaking fists at students and
teachers. The police were occasionally called with com-
plaints of noise from the school yard, or of boys entering
another yard to retrieve a ball. Numerous acts of vandal-
ism against the house occurred, and a number of burglaries
or attempted burglaries were made. Finally, on a few occa-
sions white teenagers accosted some of the black students
on the street. This manifest itself in terms of name
calling, pushing and shoving.
The School conducted business in this environment for
six years. In March 1976, an electrical fire rendered the
house uninhabitable, and it was eventually sold. For the
next 14 months the School occupied temporary quarters in a
small office building in another section of the city that
was a mix of residential and light industry. The major
problems with the facilities was that it was too small for
the academic and music programs being conducted, and lacked
security. A number of burglaries occurred which resulted
in considerable losses.
Finally, in June 1977 the School moved into its own
building, which was a newly renovated three-story ex-bank
building in a small business district in the West Ward of
Newark. The residential area surrounding the School was
composed of primarily low income black and Spanish-speaking
families. The only neighborhood incidences have been
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confined to neighborhood school boys occasionally entering
the building and bothering the boys or stealing a jacket.
One broad-daylight theft of stereo equipment occurred.
Over the years, this observer has noted that despite
the pressures exerted by outside forces on the School, and
the normal stresses and strains attendant with long hours
devoted to academic and music training, concert tours and
one-night stands, it is the boys who have consistentlv
proved to be the most resilient, and the least emotionally
and physically disadvantaged over the long term. On the
other hand, the staff was the most affected.
Racial awareness has never been an issue with the boys
at the School. By age 9-10 when they enter the School,
they all know that they are black and thus different from
the few white students. Thus, the discovery of being dif-
ferent, and whatever impact that may have had is long past.
However, the full social impact of their blackness is yet
to be experienced by most of these young students. The
degree and quality of experience is a function of the eco-
nomic and social status of the respective families, and
where and how they live. Socially active middle class
black families are likely to live in a better neighborhood,
engage in an array of social, cultural and educational
activities, be better educated, have better jobs, and are
more likely to have numerous, positive interracial contacts
and experiences. The children in these families will tend
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to reflect these resultant positive racial attitudes and
self-image. However, one side effect may be to delay until
later years a full understanding of black/white social and
economic realities. Both positive and negative arguments
may be mounted as to the wisdom and affects on a child
resulting from the delay. Socially active lower class
families will tend to live in poorer quality housing in
poor neighborhoods. As indicated in the Payne, Payne s
Reddy (1972) study discussed in chapter two, social activi-
ties revolve mainly around churches, unions, lodges and
These families are likely to be poorly edu-
cated, and hold the least desirable jobs. In terms of
Maslow's (1954) Hierarchy of Needs, these families are
operating at the "physiological" and "security" levels.
That is, the most effort and resources are devoted to pro-
viding food, clothing and shelter, and securing these
things and the family from physical danger or deprivation
of them. Whatever is left may go toward satisfying social
needs. As a result, the social contacts among lower class
families tend to be insular, and interracial contacts and
experiences few, and sometimes negative. The children in
these families will tend to reflect the resultant narrow,
often negative racial attitudes and self-image.
All of the students that enroll in the Newark Boys
Chorus School come from families that seem to aspire to
upward mobility or are in fact upwardly mobile. Those that
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stay in the School the full four or five years gain the
maximum benefits that come from developing and using their
vocal talents, from the exposure and education of travel-
ing to different parts of the country during concert tours,
from the confidence and poise of standing before an audi-
ence and singing a solo, or as part of the chorus, from
experiencing the applause and adulation of both black and
white concert audiences, and from dealing with the young
girls who often come backstage for autographs or to talk.
Taken as a whole, it is a controlled and unique experience,
providing a long series of positive interracial contacts.
However, some of the older students are highly aware of the
social implications of being black, and a few of them ver-
balize the black racial rhetoric of the day. Generally,
graduates of the school leave with a very strong, positive
self-image, and a beginning perspective on black/white
relations that should help deal with the racial experiences
both positive and negative, that are coming.
Over the years, the School has had a fairly transient
elementary education staff. This is primarily a function
of low salary schedule, which is common to most independent
schools
,
and of the extraordinary demands made on a teach-
er's time. Special rehearsals, afternoon concerts, and
tours infringed upon regular teaching time. In addition,
teachers were sometimes expected to help with the Chorus
'
wardrobe, serve as chaperones and helpers on a concert
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engagement, and occasionally one was asked to volunteer to
accompany the boys on an extended concert tour. As a
result, teachers were often in contact with their students
for extended periods of time in a given week, under dif-
ferent circumstances. For many teachers, the highly flex-
ible teaching schedule, and the extra duty created hard-
ships that they were unwilling or unable to endure. As a
result, with the exception of a few individuals, there was
a steady rate of turnover.
Of special interest is the way in which white teachers
related to the black students. The one outstanding case of
a teacher who clearly could not relate involved a white
fsacher who lasted approximately four months
. There
was no question as to his grasp of the subject matter, but
he was clearly uneasy with the boys, and could not control
a classroom. As a result he was completely ineffective as
a teacher. No other white teacher displayed such an ob-
vious problem in relating. On a few occasions, parents
reported incidences where remarks were made or names called
to a boy which the parent considered to have racial conno-
tations, but no major issues or confrontations on racial
bias has ever come up. More often, questions have been
raised by parents on the qualifications and experience of
teachers on staff, both black and white. These questions
routinely arise at the end of a school year when standard-
ized tests indicate little or no growth in various students
'
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verbal and computation skills. Even more often, concerns
were raised by parents and Board members about certain
teachers who related too closely with the students. These
teachers often spent many additional hours working on stu-
dent activities, with the boys on chorus trips, and in a
few instances on personal camping trips, outings to a theme
park, and other out-of-school activities. These contacts
resulted in a familiarity between certain boys and teachers
that led to the teachers being called by their first names
by certain boys, friendly jostling and hitting, and borrow-
ing money
. Over the course of two to three years this
involved four teachers; one white male and two females,
and one black male. The issue was not whether these close
relationships between certain teachers and boys was in fact
beneficial or detrimental, but that the perception of
certain parents and Board members was that too close a
relationship between the boys and teachers was "not right."
Conclusions
Being bright, talented, and vigorous youngsters,
there is every reason to believe that the students at the
Newark Boys Chorus School have a high level of racial
awareness. They use the racial epithets on each other both
in jest and in anger, but it has never gotten out of hand
for either the white or black students. The concert expe-
riences heighten the awareness that they are a primarily
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black chorus. However, there is no evidence to suggest
that the boys, either black or white, place any special
significance on this fact. This is probably the key point
to be made, that although the boys have a high level of
racial awareness, it holds no special significance for them
in the school setting, a closer study of the white (minor-
ity) students needs to be conducted to determine whether
there are any underlying anxieties or insecurities result-
ing from their minority status.
The question of whether white teachers can relate to
black students has not been a major issue in the school.
f^ct, the situation of teachers relating too well to
students has been the issue. The primary concerns of most
parents and Board members are the subject-matter competence
of each teacher, and the results of their respective teach-
ing efforts, as evidenced by students' growth indicators on
standardized tests.
To summarize, it may be stated that:
(1) In a small independent school, the environment
has been controlled where values are placed on
musical talent and intelligence. Race is irrele-
vant .
(2) Students entering this school accept the value
system without denying or submerging their racial
identities
.
The question of whether white teachers can relate(3)
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to black students has been a minor issue at this
school
.
(4) The question of teacher competence and student
performance continues to be a major concern.
The race of the teacher is unimportant.
Based upon the conditions and experiences of the
specific school described above, some observations and
generalizations may be made:
(1) As a background statement, parents and school
officials and teachers should understand that
racial awareness in young children begins as
early as age 3. This requires a certain amount
of thought and preparation to deal with the
coming questions and situations that will arise.
(2) In an independent school setting, it is possible
to establish a controlled environment where the
value system is oriented to academic achievement,
artistic accomplishment, and athletic prowess,
not ethnic background. This is facilitated
through a selective admissions procedure, gener-
ally smaller student population, higher average
intelligence ranking for the students, and the
ability to dismiss those students who cannot con-
form to the system.
In appropriate settings, racial identity need not
be denied or suppressed, but may be given low
( 3 )
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priority recognition in terms of the operative
value system.
(4) Except in schools where ethnic background is an
important part of the value system, the race of
a prospective teacher will not be a controlling
factor. However, teacher preparation and expe-
rience are key factors and will receive close
scrutiny and analysis.
The public school setting is different in that there
is a great deal less control over the environment. There
is completely open admissions, the student population rep-
resents the ethnic and class makeup of the community, the
student population in a school is relatively large, and in
the middle and secondary grades the value system in the
school is often controlled by the students rather than by
the school administration. However, a few of the proposi-
tions noted above are still valid. First, the onset of
racial awareness in young children begins early and should
be prepared for by parents and school authorities. Second,
parents and Board members will be most concerned with the
competence of teachers and how well students perform as a
result. In most public school districts the race of the
teacher is a distant second in importance.
Summary
The school setting is the focal point where all of a
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child's preschool learning and experiences come together
for reorganization, focusing, and further development.
This process will occur based upon the values, social and
cultural needs of the controlling society. The school
system has a unique opportunity and responsibility to shape
and reinforce the emerging attitudes and values of young
children. The cornerstone of each school district's pro-
gram rests on the decision as to whether the emphasis will
be on reflecting and reinforcing society's current social
and cultural values from a conservative perspective, or
somewhere along the spectrum up to the most liberal per-
spective of emphasizing society's social and cultural
values as they should be. Teachers are the instruments
carrying out school policy. They provide the daily, per-
sonal contact with the children. The cultural, social, and
ethnic baggage they carry into the classroom situation will
have a direct bearing on how they relate to and influence
their students. It may also be a mediating factor on how
they conduct the district's program policy.
On the question of the race of the teacher vis-a-vis
the race of the students, there is no set answer. Any
teacher applying for a position where the vast majority of
students are a race different from the prospective teacher,
the hiring authority must make a decision using the situ-
ational approach based upon past experiences in the system,
the background, training, and experience of the candidate.
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Evidence seems to be building that indicates that
subject-matter competence and good teaching skills, with
the specific student population are the key factors in
predicting a teacher's success under the circumstances
described. Good relationship skills increases the likeli-
hood for success, and provides a positive experience for
both students and the teacher.
Racial awareness and the subsequent developing atti-
tudes and responses are more likely to be effectively
channeled and controlled in an independent school setting
than in a public school setting. The former has a selec-
tive admissions procedure which tends to produce a student
population that is universally bright, and socially homoge-
neous. This, along with the imposed value system that
focuses on personal achievement neutralizes any over-
emphasis on race. Unfortunately, the public schools don't
have this array of controls and advantages. In any event,
both types of schools have the responsibility to provide
to students the best academic, social, and cultural educa-
tion possible.
CHAPTER IV
ORGANIZATIONAL PROFILE
All organizations have a profile by which they are
recognized and described. This includes such items as the
setting or environment in which it operates, its structure,
its human resources, and in some cases, its personality.
The interrelationship among these characteristics determine
the ebb and flow of conflict and harmony experienced by
every organization. The Newark Boys Chorus School is the
specific organization that will be profiled and analyzed in
this chapter.
As described in' chapter two, Emery and Trist developed
a typology of what they considered to be four "ideal types"
of environments. The disturbed-reactive environment is
the one that best describes the setting in which the School
operates. To review, the existence of a number of similar
organizations is the major characteristic of the environ-
mental field. Each organization is attempting to occupy
the prime position in the environment for its ow^n advan-
tage, and all of the organizations have access to the same
information. The interaction and conflict between and
among organizations arises as they make moves that hinder
each others progress. Military theories on tactics, opera-
tions and strategy may become an integral part of the
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organization’s operations. The whole process of moves and
countermoves may eventually lead to a situation character-
ized by disorder and instability. At this point the
decision has to be made whether or not to compromise or
somehow come to terms with the external forces, or fight
to the death.
What are the external forces impacting on the School?
First, there are governmental agencies. In this case, only
the municipal government has had any influence on the
School. A member of the Mayor's staff sat on the Board of
Trustees. The Mayor made occasional appearances at special
events, and occasionally contacted Mayors in other out-of-
state cities where the chorus would be performing. However,
no financial support was provided by the city, so its major
impact came through its board representative, plus the
various favors supplied by the Mayor.
During the last half of the 1970 's the New Jersey
State Council on the Arts began to provide grant support
for the School. The $4,000 to $6,000 annual grants were
extremely modest in comparison to some of the $100,000 plus
grants awarded to other organizations, but it was hoped
that these initial grants were a recognition at the State
level of the School's activities, and would lead to larger
awards. Since these were project grants, they did stimu-
late some creative thinking in the School, and ultimately
did impact on scheduling and programming.
Ill
supporters had the most subtle but probably
the most significant impact on the School. The largest
annual percentage of cash and in-kind support was provided
by corporate patrons. The major fund-raiser each year was
an awards dinner honoring a major corporation Board Chair-
man or President for outstanding community service and
service to The Newark Boys Chorus School. However, the
event was planned and run by corporate people for corporate
people, usually extremely successful because top level
executives are willing and able to join in honoring their
own. Thus, the award recipient is the bait for all those
who will pay to join in the celebration. The catch is the
$80-$90,000 netted which goes to the School. This infusion
of cash each Spring permitted the School to eliminate a
good portion of its debt, and temporarily, to gain some
financial stability before a new season began and the ex-
pense cycle started again.
Although the School was the worthy recipient of award
dinner funds, the very success of the dinner became its
greatest weakness. Many worthy award recipients may be
found in the arts, humanities, and other areas of public
and private life, but with the great emphasis on financial
success, and the fear that honorees from other fields would
not draw adequate support, the award was continuously given
to "corporate captains." Thus, despite the best of inten-
tions, the award became hostage to the corporate sector.
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As mentioned in a previous chapter, many members of
the Board of Trustees were also executives in one of the
many corporations in and around Newark. Over the years,
most of the board officers came from this same executive
cadre. Their contributions to the School have been without
question substantial, but their allegiance to their respec-
tive companies became predominate when it came to such
items as when the chorus would come to sing at the employ-
ees' Christmas festivities, or overruling certain actions
that may be embarrassing to their company and/or its presi-
dent. On such occasions it was not unusual for someone to
remind the Board and staff what their company or president
had done for the School.
These observations are not intended to be nitpicking
or to demean. They are intended to point out that corpo-
rate influence on the organization is substantial. Although
it is most often subtle and indirect, it is occasionally
loud and very direct.
Private foundations provide the second largest block
of financial support to the School. Mining this source of
funds requires constant research and knowledge of the qual-
ification requirements and application procedures, which is
different for each foundation. To qualify for funds, the
School often adapted capital development projects to meet
the application requirements. Even more often, parts of
the concert schedule or touring program was developed to
113
satisfy a grant requirement. One out-of-state foundation
provided a substantial grant for a series of concert-
demonstations in the public schools in various munici-
palities in their state. As a result, a concert tour
through the region was extended a week longer than the
usual tour duration. In another case, the School received
a grant to provide a series of concert-demonstrations in
certain school districts in designated counties in southern
New Jersey. This happened to be a project of little
^^terest to the music director, but was another source of
income for the School
.
Every grant, from whatever the source, contributed to
the general cash flow which helped the School meet its
financial obligations. Each dedicated project grant im-
pacted on the School's music, and, in a few cases, academic
program and scheduling. In most cases, these grants were
in support of the School's objectives. For those that were
not, in addition to providing much needed funds, the advan-
tage was that some creative thinking was stimulated which
caused the School to consider and to move into program
areas outside the realm of the mundane. Unfortunately, a
few internal forces tended to retard such creativity.
Competition from other cultural-educational organiza-
tions is another external force exerting influence on the
School. Most of these organizations seek financial support
from many of the same governmental, corporate, foundation
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and individual sources. The number of applicants and their
needs increased annually, while the pool of resources
remained fairly static. As a result, it became increasing-
ly difficult for any one organization to acquire the grant
money it needed. Besides the numbers of organizations
involved, a number of other factors were pertinent. First,
a small number of major arts organizations annually receive
the lions share of financial support from all sources.
These include: the New Jersey S^^phony, The New Jersey
State Opera, the Garden State Ballet, and the New Jersey
State Ballet. In addition to generous financial support
from government, corporate and foundation sources, the
prestige of these arts organizations attract many individ-
uals willing and able to be generous patrons. A number of
these same persons are government officials, corporate or
foundation executives and/or their spouses who serve on the
boards of those arts organizations, thus closing the circle
of interrelationships. Based upon prestige and need, the
remaining arts organizations in the state are allocated
whatever is left.
Second, state and national economic factors influence
how much money will be available for grants. Private foun-
dations are particularly sensitive. The returns from their
investment portfolios determine how much money will be
granted. This, along with changing government regulations
make foundation boards very conservative in their thinking
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and action.
Third, the skill and knowledge of development officers,
executive directors, and the influence of board members are
critical in attracting grants to a particular organization.
Those that can afford to have a development officer on
staff, and/or have well-heeled and well-connected members
on their board, tend to be more successful in raising
money
.
Finally, to protect themselves from the annual on-
slaught of applicants, a number of large corporations in
Newark formed a consortium for the purpose of making con-
tributions to cultural-arts organizations. Rather than
approaching each company individually, grant applications
were made to the consortium committee. The committee,
composed of members from each participating company,
selected grantees and made awards from a fund created by a
fee contributed by each consortium member. This system
tended to equalize the chances for consideration of the
many applicants, and saved companies huge amounts of time
and money. The consortium approach to supporting area
cultural-arts organizations has been adopted in other parts
of the country. It is not unlike the reasons for the
creation of the United Way approach to fund raising for
community service organizations, and it operates in much
the same way.
Competition for grant money is the keenest and most
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active area of competition between the School and other
cultural-arts organizations, mainly because it may mean the
difference between survival or extinction. There is also
competition for; concert bookings, which impacts on over-
all schedule; publicity; audience support; major patrons;
guild or friends memberships; participants and supporters
for galas or other special events.
Although competition is keen for resources and indi-
vidual support, it is low key and polite as it relates
directly to other organizations. As a matter of policy,
one cultural-arts organization does not directly undercut
or publicly disparage another. it is more likely that one
artistic director may criticize another's talent or prod-
uct. The Newark Boys Chorus School experienced this compe-
tition at all levels. Organizational planning and seasonal
programming was based upon past experience and future
expectations on the availability of resources and audiences.
All of this was a function of who the competitors were and
what was known of their funding and program patterns. In
essence, there was no way to control the competition. The
plan for the school was to be an effective competitor.
Although the Newark Boys Chorus School most appro-
priately fits the characteristics of the disturbed-reactive
environment, it also deviates in a number of ways. The
School is small in size, not very complex, and does not
have a large hierarchial management structure. Tactics,
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operations and strategies are developed primarily for
internal management purposes. Only rarely are they devel-
oped for dealing with competitors.
The School has never been in the optimum situation in
relationship to its environment, but it has been competi-
tive and able to exert some degree of influence on the
environment.
Internal forces often have as much or more impact on
an organization than external forces. The forces may ebb
and flow based upon the issues at hand, but they are always
present. In any formal organization these forces manifest
themselves in groups composed of: company directors,
executive officers, managers, labor units, formal and in-
formal groups, and in some cases, individuals. Those with
position power may set company policy, regulations, goals,
or supervise their implementation. Others with position
power may negotiate on behalf of labor, or call strikes.
Those with personal power may motivate those in the depart-
ment to increase productivity, or conversely to decrease
it. These same individuals often provide the leadership
for social programs and activities.
As a small cultural-arts organization, the Newark Boys
Chorus School does not have the large number of groups or
individuals that would be found in a large commercial or
industrial organization. However, many of the same inter-
nal forces are at work. From an organizational perspective.
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the Board of Trustees is the most influential internal
force. The Board sets policy and the annual operating bud-
get, does the long-range planning, and helps to raise much
of the money needed to operate the school
.
Despite the presence of an administrator, the Board
often found itself involved with daily operations of the
school. During the years prior to the appointment of an
administrator. Board officers had to closely monitor the
fiscal operations of the School, which included counter-
signing every check written against the School account.
This was mainly the result of the casual and sometimes reck-
less spending habits of the music director. The high
point--or possibly low point--came when the director
authorized paying all expenses of an outside management
agent and his pet to accompany the chorus on an extended
tour. As a result, there was a continuing Board presence.
Politicking by the staff with Board members went on
continually. There was always those members v;ho were
particularly interested in either the music program or the
academic program, and/or the person directing them. Some
of these individuals were vulnerable to the lobbying
efforts of these staff people, and became advocates for
some special interest. The Board officers made repeated
efforts over the years to stop the unsanctioned lobbying,
all in vain. Board meetings often became bogged down in
discussions on the costs versus values of an extended
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tour, or who should be fired. Many of these operational
issues could better have been solved by one of the standing
committees of the Board.
During the first eight years, hiring and firing, and
^o^flict resolution were primarily Board responsibilities.
This was a result of a weak organizational structure dic-
tated by the small size and lack of adequate funds. These
plus the other operational activities of the Board made it
a strong internal force that closely participated in run-
ning the School.
Parents had input on the governance of the School
primarily through the Parents Advisory Council. It elected
two members to the Board of Trustees, and advised the Board
on major concerns and issues expressed by the parents.
These focused mainly on the academic and music programs.
Another function of the Council was to conduct programs and
activities supporting the boys or departmental programs.
As an internal force, the parents' influence remained dor-
mant or low key over the years. The parents became active
and direct when the boys ' academic performance began fall-
ing. They directed pointed questions to the Board and
staff, and expressed strong opinions on the apparent lack
of quality of education in the school. They expressed
strong opinions v/hen they felt the concert schedule was
beginning to take its physical toll on the boys. They
expressed strong, and in a few cases, vehement opinions on
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the firing of the Founder-Music Director. The parents'
concerns were usually focused on two or three issues. How-
ever, when they chose to exert their influence, either
through lobbying efforts or the direct approach, they were
effective
.
1 tionally
,
the music director has been the most
^^^^^®^tial of all of the staff members
. The nature of his
job makes him the most public person in the School. He
conducts the concerts, is interviewed by the media, and
receives the acclaim for outstanding performances. His
personality becomes the personality of thie School. The
artistic talent, the recognition, and the aura of influence
all become heightened by any personal flair, and attract a
number of admirers and supporters. Although this is a
natural process that evolves with the position, in it are
the seeds of conflict and dissention for the organization.
The other members of the music, academic, and adminis-
trative staff play a more supportive and background role as
far as the concert activity is concerned, but are equally
as important to the operation and success of the Newark
Boys Chorus School.
Volunteers play an important role in most nonprofit
organizations. As already pointed out, the governing
boards for these organizations are composed primarily of
nonpaid volunteers. Many other program and support activi-
ties are made possible because individuals are willing to
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donate their time. Hospitals are one of the most commonly
known recipient of volunteer services. Museums are others
that use volunteers daily to monitor the exhibits, and
assist in various program activities.
Over the years the Newark Boys Chorus School has
benefited from the time, talent, and dollars of volunteers
who worked with the School for varying amounts of time.
Most volunteers have been recruited by someone affiliated
with the School, usually a Board member. The person may be
invited to join the Board or to work on a special project,
such as a fund-raiser or benefit concert. One group of
dillottantes from New York City came almost as a package
deal to join the Board of Trustees. They became enamoured
of the chorus after a New York concert and were invited to
The group included the wife of a well-known enter-
tainer, the niece of a famous composer, and a businessman
who in his youth sang for the Vienna Boy Choir. Their par-
ticipation consisted of working on a benefit concert to be
given in Manhattan, and attending a few Board meetings.
Within 18 months the group had disappeared. One person
granted permission to use her name as a supporter, but
indicated that she did not want to be asked to do anything.
Lending one's prestigious name to an organization is a
common phenomenon. It is often effective in attracting
other support. These names are seen as honorary or co-
chairman designations, or may just be included in the list
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of Trustees. Whether lending a name or volunteering for a
short period to work on a project, the input is useful, and
sometimes valuable. However, the expectations of the
organization are not always congruent with the intentions
of the volunteer, so the organization may be disappointed.
In the case of the "New York Group," they rolled in, made
their contribution, lost interest and flew away. The
Newark Boys Chorus School was expecting a longer commitment
and a more valuable contribution. It was disappointed I
In chapter two a profile of the characteristics of
volunteers was developed, and four sets of factors affect-
ing individual participation identified. This profile will
be applied to a small group of individuals who have been
active with the Newark Boys Chorus School for at least two
years since its inception in 1969. In the first set of
factors, social background and roles, those factors were
included that the researchers found to have a strong rela-
tionship and high consistency in terms of predicting volun-
tary participation in formal organizations. In the second
set of factors, psychological and social psychological
determinants, a short comment will be made for each indi-
vidual based upon partial knowledge of the range of their
voluntary participation in formal organizations. From this
information attitudes about their participation has been
induced. In the third set of factors, personality and
capacity, the traits attributed to each individual are a
123
judgmental decision of this observer based upon a long
period of ongoing contact. In the fourth set of factors,
contextual and organizational determinants, a set of gen-
eral observations and comments will be made that apply to
all of the individual cases.
The cases are as follows:
Individual
Social Background and Roles
Sex
:
Marital Status:
Class
:
Income
:
Education
:
Occupational Status:
Race
:
Other Organizational
Affiliations
:
Psychological and Social
Case 1
Male
Single
Upper middle
High
College
College professor
White
There is a high rate
of affiliation with
other cultural, educa-
tional and religious
organizations
.
Psychological Determinants.
The high rate of affiliation and participation indicate a
strong positive attitude toward formal voluntary organiza-
tions. This individual had a strong sense of obligation
and personal commitment to participate in organizations
promoting ideals and values important to him. There was a
belief in the efficacy of specific organizations to achieve
goals, and a loyalty to specific organizations.
Personality and Capacity Determinants . This individ-
ual possessed positive traits from each of the realms iden-
tified by the researchers. These include: affiliation.
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social confidence, optimism, ego-strength, personal auton-
omy, and competence.
Contextual and Organizational Determinants
. The bio-
physical environmental influences on this individual's
participation in organized voluntary action are minimal.
Rain or snow storms may prevent attendance at a particular
activity only.
Cultural and subcultural influences in this country
have established a climate that is conducive to values, and
encourages individual participation in organized voluntary
action. Thus it is possible for this individual to give
free rein to any predisposition to participate.
Social structural and organizational factors may
determine whether this individual may or wishes to partici-
pate in a specific organization. Some social organizations
have caste or class requirements which restricts eligi-
bility, others have religious or political affiliation
requirements. Still others have minimum levels of partici-
pation or financial support requirements.
Human population variables do not apply to this case.
Individual Case 2
Social Background and Roles
Sex
:
Marital Status:
Class
:
Income
:
Education
:
Occupational Status:
Race
:
Female
Married
Upper
High
College
Organization affiliator
White
other Organization
Affiliations
:
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There is a high rate of
affiliation with other
social, cultural and
educational organizations.
Psychological and Social Psychological Determinants.
The high rate of affiliation and participation indicate a
strong positive attitude toward formal voluntary organiza-
tions. This individual seems to feel a general obligation
to participate in formal voluntary organizations, has some
service orientation to her large blocks of leisure time, is
attracted by specific organizations, and influenced by
significant-other support for specific organizations.
Personality and Capacity Determinants
. This individ-
ual demonstrated positive traits from each of the realms
identified by the researchers, plus a few negative traits.
These include: friendliness, social confidence, assertive-
ness, dependability, pessimism, and dependence.
Contextual and Organizational Determinants . The bio-
physical environmental influences on this individual’s
participation in organized voluntary action are minimal.
Rain or snow storms may prevent attendance at a particular
activity only.
Cultural and subcultural influences in this country
have established a climate that is conducive to values, and
encourages individual participation in organized voluntary
action. Thus it is possible for this individual to give
free rein to any predisposition to participate.
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Social structural and organizational factors may
determine whether this individual may or wishes to partici-
pate in a specific organization. Some social organizations
have caste or class requirements which restricts eligi-
bility, others have religious or political affiliation
requirements. Still others have minimum levels of partici-
pation or financial support requirements.
Human population variables do not apply to this case.
Individual Case 3
Social Background and Roles
Sex
:
Marital Status:
Class
:
Income
:
Education
:
Occupational Status:
Race :
Other Organizational
Affiliations
:
Psychological and Socia
The high rate of affiliation
Female
Married
Upper
High
College
Organization affiliator
White
There is a high rate of
affiliation with other
social, cultural and
educational organizations.
Psychological Determinants.
and participation indicate a
strong positive attitude toward formal voluntary organiza-
tions. This may be reinforced or influenced by her role as
the wife of a top corporate executive that is highly vis-
ible in corporate and political circles. This individual
appears to feel a general obligation to participate in
formal voluntary organizations, has some service orienta-
tion to her leisure time, is attracted by specific organi-
zations, has friendly relations with some people in these
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organizations, and is influenced by significant-other sup-
port for specific organizations. This individual was in-
troduced and sponsored onto the Board of the Newark Boys
Chorus School by a significant-other.
Personality and Capacity Determinants
. This individ-
trated positive traits from each of the realms
identified by the researchers. These include: friendli-
ness, social confidence, ego-strength, self-confidence,
personal autonomy, and dependability.
Contextual and Organizational Determinants . The bio-
physical environmental influences on this individual's
participation in organized voluntary action are minimal.
Rain or snow storms may prevent attendance at a particular
activity only.
Cultural and subcultural influences in this country
have established a climate that is conducive to values, and
encourages individual participation in organized voluntary
action. Thus it is possible for this individual to give
free rein to any predisposition to participate.
Social structural and organizational factors may
determine whether this individual may or wishes to partici-
pate in a specific organization. Some social organizations
have caste or class requirements which restricts eligi-
bility, others have religious or political affiliation
requirements. Still others have minimum levels of partici-
pation or financial support requirements.
/
1
i
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Human population variables do not apply to this case
Individual Case 4
Social Background and Roles
Sex
:
Marital Status:
Class
:
Income
:
Education
:
Occupational Status:
Race
:
Other Organizational
Male
Married
Middle
Upper middle
College
Corporate middle manager
Black
There is a medium rate of
affiliation with other
social, cultural, and
educational organizations.
Affiliations
:
Psychological and Social Psychological Determinants.
The medium rate of affiliation and participation indicate a
positive attitude toward formal voluntary organizations.
This is reinforced by corporate encouragement to partici-
pate in outside organizations. This individual generates
commitment to specific organizations based upon the effi-
cacy of that organization to achieve goals. There also
appears to be influence by others to join a specific orga-
nization. A sense of a general obligation to participate
is also present.
Personality and Capacity Determinants . This individ-
ual demonstrated positive traits from each of the realms
identified by the researchers. These include: motivation,
social confidence, self-confidence, assertiveness, compe-
tence, and dependability.
Contextual and Organizational Determinants. The bio-
physical environmental influences on this individual's
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participation in organized voluntary action are minimal.
Rain or snow storms may prevent attendance at a particular
activity only.
Cultural and subcultural influences in this country
have established a climate that is conducive to values, and
encourages individual participation in organized voluntary
action. Thus it is possible for this individual to give
free rein to any predisposition to participate.
Social structural and organizational factors may
determine whether this individual may or wishes to partici-
pate in a specific organization. Some social organizations
have caste or class requirements which restricts eligi-
bility, others have religious or political affiliation
requirements. Still others have minimum levels of partici-
pation or financial support requirements.
Human population variables do not apply to this case.
The summary comment that may be made about the four
cases is that the individual characteristics fall well
within the profile of those the researchers would predict
as participators in formal voluntary organizations. The
characteristics of most of the members of the Board of
Trustees are represented in the four cases. The reverse of
this is that given a medium to high rate of affiliation and
participation, the general characteristics of an unknown
individual may be identified. It also indicates that in
terms of a number of significant determinants, a homogeneous
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Boa.ird Gxists
. This raises the question about the desira-
bility of this kind of Board for this kind of organization.
All volunteers derive benefits from their participa-
tion. The benefits may be psychic, social, material, or a
combination of these. However, the benefits received by
the organizations are far greater in terms of program capa-
bility, financial gain, and in some cases—survival.
General Conditions
The financial life of the Newark Boys Chorus School
has over the years been continuously unstable. The money-
chase was and is a year-round activity. Good staff work to
identify and research appropriate foundations and other
sources, and to write the proposals is vital to a basic
successful development program. As the body responsible
for establishing a development program, the Trustees must
build on the staff work by making the appropriate personal
contacts as a followup to proposal submissions, and to
aggressively identify and pursue other sources of funds.
The School never had a well planned, well implemented
development program. With no overall plan, fund raising
was situational, based on capital or other special projects
plus whatever could be raised for general expenses. As a
result, success in raising funds was sporadic. Some years
were very good, others very bad. There were two factors
that may have contributed to the complacency about
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establishing a well thought out development program. First,
during the initial five years after incorporation, the
School had an "angel" on the Board who on numerous occa-
sions used her own money to support a project, such as a
concert tour, or make up a deficit. Second, the annual
fund raising award dinner became very successful, realizing
^ profit for the School for a number of years
. In
both instances the complacency was ill-advised. During a
controversy the angel resigned from the Board, and the din-
ner proceeds on a few occasions were substantially less
than anticipated. As a result, it became increasingly dif-
ficult to keep the year-end deficit from growing.
Concert income was another source of funds that proved
to be very volatile. The concert circuit never did and
never will provide a level of income that will make the
School financially independent, as it was organized. The
existence of a full-time school greatly facilitated musical
training and the concert schedule, but was a costly budget
item. Concert income never even covered all of the expen-
ses of the music program. The residuals from a few record-
ings for product commercials substantially raised the
income for a few years, but the music director, supported
by a few Board members, took that as the right to generate
even more expenditures, so little gain was made.
Over the years. Board participation and performance on
behalf of the School has been the subject of discussion
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primarily among the staff, but also on the Board itself.
Common complaints by the staff were that: Board members
never visited the School to observe the program or talk to
the staff and students, they only came for Board meetings;
Board members were not committed enough or vigorous enough
in raising money to provide ongoing financial stability for
the School. Board officers were concerned about the lack
of attendance at full Board and Committee meetings, and
Participation in benefits and other special events. Over
the years these same issues ebbed and flowed. The one
seeming pattern that emerged was that during times of pros“
perity and high, diversified activity levels for the
,
there was a high rate of Board member participation.
Conversely, during hard times and low, mundane activity
levels for the chorus, there was a low rate of Board member
participation. During the years 1973-74 through 1976-77,
Board membership averaged 26 persons. Attendance at Board
meetings during the same period of time averaged 11 per-
sons, ranging from a low of 6 persons at a meeting to a
high of 20 persons at a meeting.
Eleven monthly Board meetings were scheduled each
year. These meetings ran from two to three hours long, and
sometimes longer. The standard agenda for each meeting
included: Minutes of the Last Meeting, Treasurer's Report,
Committee and Staff Reports, and Other Matters. Executive
sessions and special reports were scheduled as needed. No
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one ever raised the question as to whether or not the hours
spent in meetings were productive. However, the staff
often complained that problems in the School never seemed
to be resolved, and that it was difficult to get a Board
decision on many issues. One issue that came up annually
was an extended concert tour. Because of the expense
involved and students' time away from school, the Board
required extensive information on income and expenses,
travel arrangements, and makeup of academic work. Unfortu-
nately, much of this information was unavailable until all
concert bookings were made and the tour itinerary estab-
lished. This meant that the Board was being asked to
authorize a $10-$12,000 tour expense without knowing all of
the details. To the dismay and great frustration of the
music staff, the authorization was often delayed for weeks
while the Board attempted to estimate and minimize the
financial risk. The staff considered this one glaring
example of Board inefficiency.
In an attempt to determine the accomplishments of the
monthly Board meetings, the Heyns and Berkowitz Interaction
Category System instrument was used to process six meetings
in 1976-77. The category system lists a series of behav-
iors which permit the observer to enumerate the number of
times a specific behavior by s. member of the group was
observed. The categories of behaviors are as follows:
Goal Setting: These contributions have the function
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of establishing or suggesting goals or objectives,both procedural and content.
Problem Proposing: These contributions serve thefunction of presenting a problem, either in content or
. They are concerned with means to ends
or goals.
Information-Seeking: These contributions have thefunction of seeking to obtain information of an objec-
tive, factual, or technical nature.
Information-Giving: These contributions have the
function of providing objective, factual, or technical
information, either in the subject area or with re-
spect to procedure.
Solution-Proposing: These contributions serve the
function of indicating solutions to problems. They
are suggested means to ends.
Development-Seeking : These contributions serve the
function of attempting to obtain clarification of
previous contributions. They seek to determine what
was intended by a previous contribution, what its
implications are, what inferences are permissible.
Development-Giving: Contributions here elaborate,
make explicit, enlarge on contributions. This cate-
gory includes contributions which provide the
rationale, reasons, or arguments for the individual's
positions
.
Opposing: These contributions are characterized by an
opposition to, resistance to, or disagreement with a
suggestion, solution, interpretation, etc. Responses
which point out obstacles, difficulties, or objections
are included here.
Supporting: These contributions serve the function of
indicating agreement or approval of a suggestion or
solution proposal.
Summary-Seeking: These contributions ask, in effect,
for a summary—e.g., "I'm lost; where are we now?"
Summary-Giving: These contributions summarize the
group's progress to date. They refer either to sub-
stantive material discussed over a period of time, to
conclusions reached, or to the group's procedure over
a period of time.
Non-Problem-Directing: This category includes irrele-
vancies of the tangential sort and a myriad of respon-
ses of an interpersonal sort, such as "Give me the ash
tray," and "How about opening a window?" It includes
statements which have no reference to the subject
matter of the conference or to the group procedure
(Heyns, and Berkowitz, 1953, pp. 383-385).
During the six meetings under observation, the total
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number of observations
lows
:
noted for each category is as fol-
Goal-Setting 2 Development-Giv ing 77
Problem-Proposing 6 Opposing 3
Information-Seeking 119 Supporting 11
Information-Giving 68 Sumn\ary-Seeking 3
Solution-Proposing S Summary
-Giving 6
Development-Seeking 25 Non-Problem-Directing 3
From these figures it is obvious that the vast major-
ity of Board activity focused on seeking and giving infor-
mation, and expanding on it. Con\paratively meager time was
spent on goal-setting, initiating discussion on real and
potential problems in the School, and on proposing solu-
tions. All of which, for this period of time, lends some
credence to the complaints of the staff.
At the end of each meeting rating scales were com-
pleted by the observer, scoring group performance in the
areas of conununication, motivation, and interpersonal
relations. The eight scales used and the average rating on
each—which is underlined— for the six meetings are as
follows
:
1. Understandability : To what extent were the partici-
pants getting the moaning of one another's statements?01234567S9 10
They were "talking past" Conmmnicated directly
one another; there was with one another
much misunderstanding
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2. Opportunity to Communicate: To what extent did the
participants have opportunity to talk?
3.
0 12
Never had
opportunity
to talk
Seldom had
opportunity
to talk
6 7 8
Usually had
opportunity
to talk
9 ^
Had every
opportunity
to talk
Ego-involvement: How much did the members have at
stake in the problem outcomes?
0 12 3 4
Nothing to gain
or lose
4
Urgency: How urgent did
lems?
5 6 7 8 9 10
Much to gain
or lose
the group regard these prob-
0123456789 10
No urgency Very pressing
5. Importance: How important to their organization were
these problems regarded by the group?0123456789 10
Of little The very life of
consequence the organization
depends upon it
6. How formal were the interrelationships among the people
in the group?
0 12 3 4 5 6 7 8 9 ^
Extremely Predominantly Largely Completely
formal formal informal informal
How supportive and accepting was the group of its
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members?
8 .
0 12 3 4
The group was highly
critical and punishing
7 8 9 10
The group was permissive
and highly receptive
How pleasant was the affective-interpersonal atmosphere
of the group?
°123456789 10
Very unpleasant; Very pleasant;
guarrelsome, critical personable,
and unfriendly warm and enjoyable
(Heyns, and Berkowitz, 1953, pp. 386-387.)
The ratings indicate that in terms of the meeting as-
pects observed, the communications and interpersonal rela-
tions among Board members functioned smoothly. In terms of
motivation, there was an average amount of ego-involvement.
Some concern over the urgency and importance of school
problems, but not enough concern to press for immediate
solutions
.
The Interaction Category System scores plus this
observer's personal experience suggests that accomplish-
ments of the monthly Board meetings were usually negligi-
ble. Much information was presented and discussed, but
there was a very low action orientation to the meetings.
This raises the issues as to whether there was a need for
monthly Board meetings, whether the meeting should be more
tightly structured, and whether attendance would improve if
there were fewer meetings, and these were more action
oriented
.
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As an outgrowth of Board policy, administrative prac-
tices regulate the daily operations of the School. Those
Board officers and staff directors involved in administra-
tion set the tone and determine how efficiently the School
operate. Unfortunately, the School has had a history
of almost continuous cycles of administrative turmoil and
calm. A major contributory factor has been the person-
^lities and leadership styles of key Board officers and
staff directors.
Extensive research into leadership styles has been
conducted by Paul Hersey and Kenneth H. Blanchard. The
major thrust of their work has resulted in the development
of Situational Leadership Theory; a conceptual framework
intended to help practicing managers make effective day-to-
day decisions on how to handle various management situa-
tions. The theory is based upon an interplay among (1) the
amount of direction (task behavior) a leader gives, (2) the
amount of socio-emotional support (relationship behavior) a
leader provides, and (3) the "maturity" level that follow-
ers exhibit on a specific task. Task behavior is the
extent to which a leader engages in a one-way communication
with subordinates by telling them how, when, and where
tasks are to be completed. Relationship behavior is the
extent to which a leader engages in a two-way communication
with subordinates by providing socio-emotional support,
"psychological strokes," and facilitating behavior. Level
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of maturity is defined as the capacity to set high but
attainable goals, willingness and ability to take respon-
sibility, and education and/or experience of an individual
or group. These variables of maturity are only considered
in relation to a specific task to be performed.
According to Situational Leadership Theory, as thelevel of maturity of their followers continues to
increase in terms of accomplishing a specific task,
leaders should begin to reduce their task behavior and
increase their relationship behavior. This should be
the case until the individual or group reaches a mod-
erate level of maturity. As the followers begin to
move into an above average level of maturity, it
becomes appropriate for leaders to decrease not only
task behavior but relationship behavior as well. Now
the individual or group is not only mature in terms
of the performance of the task but also is psychologi-
cally mature.
Since the individual or group can provide their
own "strokes" and reinforcement, a great deal of
socio-emotional support from the leader is no longer
necessary. People at this maturity level see a reduc-
tion of close supervision and an increase in delega-
tion by the leader as a positive indication of trust
and confidence. Thus, Situational Leadership Theory
focuses on the appropriateness or effectiveness of
leadership styles according to the task relevant
maturity of the followers. (Gates, Blanchard, &
Kersey, 1976, pp. 348-354)
None of the Board officers or staff at the Newark Boys
Chorus School have ever received any training in situation-
al leadership theory, but for purposes of this case the
leadership styles of a few Board officers and staff direc-
tors will be described in terms of the situational leader-
ship theory framework.
Mr. N was president of the Board of Trustees
during one of the periods of major turmoil in the School.
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He was a senior level corporate executive, experienced and
confident. in terms of the School, his dominant leadership
style was low task, low relationship. During periods of
serious turmoil, his style would switch to high task, low
relationship, which ofen proved to be ineffective, except
for some short term gain. He worked out-of-state, which
meant that when some issue arose that needed attention he
was inaccessible, except when he could be reached by tele-
phone .
The primary object of the president's leadership was
the School's Founder-Director. He did not like taking
orders, and could be considered a failure as an effective
subordinate. It often took orders given in the most
explicit fashion, couched in the strongest terms and backed
with a veiled or real threat to gain compliance. The most
frequent departures came in the areas of budgetary matters.
He often seemed not to care about how he spent School
funds, amassing large lunch expenses and tour expenditures.
By many on the Board he was considered fiscally irresponsi-
ble and difficult to control.
In terms of situational leadership theory, the direc-
tor was immature in relationship to fiscal and other
administrative tasks. This required the president to use a
high task style on the director in these areas, until an
appropriate level of maturity was attained. However, the
president did not or could not change his style, and the
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director did not change his behavior.
By contrast, Mr. M
, the director, used a pre-
dominantly high task, low relationship style with the
staff, sometimes switching to a high task, high relation-
ship style. Given the fact that most of the staff were
experienced in their jobs and knew what to do, and could be
considered to have moderate to high task relevant maturity,
the predominant high task style used by the director
created serious morale problems among the staff.
With the Board, the director used a high relationship,
low task style and a high task, high relationship style.
This proved to be appropriate and generally effective. On
the majority of issues the Board was responsive to and sup-
portive of the director's requests and preferences. Unfor-
tunately, the director was not a patient or diplomatic
person. His increasingly bizarre and ego-centric activity,
and attitude that the Board should just raise enough money
for the School and not "meddle" in his running of it, ulti-
mately led to a confrontation with the Board, which in turn
dismissed him.
The succeeding Board President was a young, energetic,
corporate executive who assumed a leadership role in the
many meetings which ultimately led to the dismissal of the
Founder-Director. His predominant style with the new
director was high task, high relationship, moving occasion-
ally into high task, high relationship, or high
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^sl^-tionship
,
low task. Thsso stylos wero inoderatoly
with ths nsw diiroctor who had a low to inodsirato
maturity level on administrative matters and moderate to
high on his musical program. By his own admission the
director stated, "I feel that I am not a good administra-
tor. I would prefer not to have administrative duties."
This statement plus his performance confirm the low
maturity level designation on administrative matters, and
the appropriateness of the leadership style used by the
Board President.
The leadership styles exhibited by the director were
primarily high relationship, low task, and secondarily low
relationship, low task. This often led to confusion among
the staff about what was supposed to be happening at the
School, and resulted in numerous complaints that there was
a lack of communication. Given the moderate to high matu-
rity level of most of the staff, the leadership style of
the director was inappropriate and created numerous prob-
lems. As a result, after nine months the music director
resigned
.
The next Board President, who held the office through
the data-gathering period for this case study, was another
seasoned corporate executive who had the advantage of being
on the Board during the tenure of the first two directors.
Kis predominant style with the music director was high
relationship, low task. In time, the maturity level of the
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director began to decline. The president began to use a
secondary style of high task, high relationship, with mixed
success. In succeeding years, as the director's ego grew,
his task relevant maturity continued to decline. Increas-
ingly, the president had to use a high task, low relation-
ship style with the director. At the end of three years,
the director was dismissed.
During his three year tenure, the music director
started each year with a high task, high relationship style.
As a result, of the first three people he hired for his
music department, one resigned after three months, the
second resigned after four months, and the third stayed
under duress and left after nine months. A similar pattern
emerged with the next assistant he hired. She resigned
after eighteen months. His autocratic style and manner
prevented him from being an effective leader. He would not
recognize the moderate to high maturity level of his staff,
or of his colleagues.
As a result of the poor leadership skills of the
directors
,
and the inability of the Board to develop an
appropriate management structure, or to effectively manage
the School with Board committees, there was a chronic
morale problem among the staff. Those who knew their jobs
well were often overmanaged, and not given adequate support
from the director or the Board. During the first
six years of the School's existence, only a few of the
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concert managers, business managers, fund-raisers, or
academic directors held their posts for more than two
years. Most held it for less. This climate made everyone
edgy and fearful for his job. Working at peak efficiency
and developing a commitment to the School was difficult to
sustain. The long-term results were that: the School
suffered continually from erratic and mediocre management;
the low morale resulted in less-than-best output and a high
rate of turnover; and the ever-changing staff prevented the
development of any continuity or an effective team effort.
The overall result was the recurring cycles of turmoil and
calm mentioned earlier.
A number of issues which continually eluded solution
fueled the fires of conflict between and among the constit-
uencies in the School. The two most volatile issues were
on School governance, and the relationship between the
music and academic departments. As mentioned earlier, the
Founder-director of the School considered the operations of
all facets of the program to be his sole prerogative. He
exercised veto-power and final decision authority over all
programs and staff activities. He considered the role of
the Board of Trustees to be that of "money generator," and
"resource-in-reserve," to be called upon when he needed
help. The Board saw its role as being more active, partic-
ularly in light of the poor administrative skills exhibited
by the director. This divergence in role expectations led
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to a five year battle over operational control of the
School. The director won most of the battles by default.
The Board was not equipped to effectively administer the
School. The best it could do was try to implement adequate
controls. These controls, such as departmental oversight
committees, proved only partially successful, so the maneu-
vering and manipulation by the director and the Board con-
tinued until the director was dismissed.
The succeeding directors were less rigid about this
issue, but it never was completely resolved. The School
was the one that suffered most from this conflict.
An associated, but even more debilitating conflict
than the one over governance was the one between the music
and academic departments over authority and control of the
boys, program schedules, and activities.
At its inception it was understood and accepted that
the primary focus of the School's activities was to be the
music program. The educational component was to be inno-
vative, and facilitate the musical training and concert
activities. Within the year it became apparent that com-
patible scheduling between the two departments was going to
be difficult. As the concert schedule began to grow,
greater demands for flexibility were made on the academic
staff. It became a common practice for boys to be pulled
out of class to rehearse for an upcoming concert, or to
miss classes entirely because of an out-of-town concert.
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Maintaining a coherent academic prograim became nearly im-
possible. This contributed to low morale in the department
^rid to conflict betvreen the academic and music directors
.
Inevitably, the academic directors resigned under duress
and there was a high rate of turnover among the teachers
.
It took three tc four years for the dazzle and glaimour
of a touring boys chorus to be replaced by the realization
that the School was the caretaker of young boys, who, al-
though musically talented, required a strong educational
foundation. Parents became increasingly critical of the
academic program, and the amount of time the boys were out
of class. The Board responded by setting up oversight
committees to work with the departments. However, the
abuses continued, but at a reduced rate. It became a mat-
ter of policy that the academic and music departments were
to be separate but equal entities. Operationally, the
music department was first among equals.
The same issue of dominance and the accompanying con-
flict flared up through the tenure of three music direc-
tors. The rationalization universally given was that the
chorus was earning money to help support the School, and
thus must be given priority. The counter argument was that
the boys would be in the School only four years, and
although the musical training and performance activities
were valuable educational and life experiences, their basic
educational needs were critical to providing a strong
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foundation for further learning and for later life. The
issue was never fully resolved.
One measure of the general conditions at the School
may be guaged by analyzing the perceptions of those who
were intimately involved with it. Rensis Likert's Profile
of Organizational Characteristics was administered to
parents, staff, and the Board, in an effort to get a read-
ing on their perceptions of the School in those domains
tapped by the instrument. The domains include confidence,
participation, communications, and decision-making. The
instrument was administered twice. Once during an organi-
zational change project at the School, and again one year
later as a followup. Summary data and an analysis of the
instruments are provided in the next few sections.
The general conditions referred to above describe an
organization out of control and in a general decline.
Without a clear mission, sporadic leadership from the Board,
internal organizational and personality conflicts, and poor
morale and performance, the organization was on the brink
of breaking up. In this climate, this observer volun-
t©ered to organize and conduct a change project for the
School. The project began March 1, 1976, and the final
report was submitted on August 15, 1976. Major sections of
the report and research data may be found in the .\ppendix.
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Project Analysis
Using Lewin ' s framework as the basis for analysis/ the
Newark Boys Chorus School exhibited a number of classic
responses to the change project. Over the years the forces
for change and those for maintaining the status quo were
represented by an alignment of individuals rather than
functional groups in the School. As a result, a quasi-
stationary equilibrium remained in effect which occasion-
ally shifted when a crisis or some major issue arose. At
the time the project began, the quasi-stationary equilib-
rium was still in effect, but two events were weakening the
restraining forces.
First, as previously stated, the organization was in
great disarray. Everyone involved with the School was
fearful the organization would collapse and have to be dis-
banded. For the staff this meant that they would suddenly
all be unemployed. For the parents it meant that their
sons would have to return to public school and lose the
education, experience, and status that went with membership
in the Newark Boys Chorus School. For the Board it meant
a public display of failure— that they were unable to man-
age and maintain a highly visible, small, cultural-
educational organization.
Second, midway into the project, the music director
announced his resignation. Historically, the director was
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the focal point for maintenance of the status quo. His
power and authority in the School had always been nearly
absolute. The Founder-Director knew he had it, exercised
it, and guarded it ferociously. Whenever any challenges
arose he quickly rallied his supporters from among the
Board and parent groups, and most often managed to maintain
all of his prerogatives. Up to the point of his resigna-
tion, the second director knew he had it but exercised it
sporadically. Either the early knowledge that he intended
to resign, or the decision to resign as a result of the
change project weakened or eliminated his resistance to
change
.
Fear and uncertainty became the major driving forces
for change. There was keen awareness that serious problems
existed, and a great desire for solutions. In this climate,
the availability of a familiar change agent assured that
the unfreezing process had begun and would be successful.
All parts of the system were ready for change. Individuals
on the Board, staff, and parents group were eager to help
by being interviewed and/or providing specific data. The
general attitude was summed up by the music director
.
"This is a time of change and reexamination for the School.
We must decide why we exist and what we are about. This
must happen before we can think about making any signif
icant changes or major decisions. As part of this, the
organizational development project is timely."
150
After extensive onsite data collection, a diagnosis of
the organizational climate, and scope and nature of the
problems was completed. Planning and implementing the move
to the next level of equilibrium was begun. As described
f the confrontation meeting was the vehicle chosen
to move the organization. As designed, the confrontation
meeting brings people together to identify issues and prob-
lems, and bring out into the open personal feelings and
attitudes. This is a facilitative strategy, which initial-
ly provides an educative function in a climate and setting
where it is appropriate and acceptable for a person to
ventilate. During the meeting this function ended very
successfully. In at least one task group the process was
noisy and emotional. The need for change was fully evi-
dent and reinforced, and all of the driving forces were
moving unimpeded toward action and solutions.
At this critical point, the organization has identi-
fied and admitted ownership of its problems, and feels the
desire and ability to remedy them. The role of the change
agent is then to guide the organization through the moving
progression to the next state of equilibrium. In this
case, the next step involved the assignment of specific
problems and issues to the appropriate functional group for
action, and reporting results back to the full group. This
assignment and reporting back activity operated as a power
strategy. Although there were no real or implied
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consequences for failure, the group initially imposed psy-
chological pressure on each of the subgroups to complete
its assignment.
One month after the initial meeting, a second meeting
was held to complete the few remaining items on the meeting
outline, and to have the first subgroup report presentation
and discussion. It was during this second meeting that the
actual moving process became visible. Once the Board of
Trustees report was presented detailing plans for a Board
reorganization, administrative staff reorganization, and
the establishment of new policies and procedures, all con-
stituencies in the School knew that change was indeed in
process. This reinforced and encouraged the work of the
other subgroups. Soon, a new state of equilibrium had been
reached and accepted.
The refreezing process evolved as the reorganizations
and new policies and procedures were established. The
process was completed by the start of the new school year.
The change project was over, the crisis atmosphere had dis-
appeared, morale was up, and new staff members had joined
the organization. The new year began with everyone very
optimistic
.
For this organization, the confrontation meeting
strategy proved to be extremely appropriate. Never before
had the members of this organization come together in an
indepth, structured manner to openly and honestly discuss
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critical issues, and to formulate and implement responses.
The program design was familiar enough, and on the surface
nonthreatening enough to encourage broad participation from
the groups in the School. However, a high discomfort level
^ith tension, fear, and uncertainty was the major
spur to participation. This also facilitated the unfreez-
ing process, making the prospect of organizational change
acceptable and desirable.
Once the direction and objectives were established,
and the procedure for getting there understood, the moving
process proceeded quickly. The implementation and accep-
tance of the reorganization, and new policies and proce-
dures completed the refreezing process.
As a followup to the change project, the Profile of
Organizational Characteristics instrument was administered
again to the same groups in the School, approximately one
year after the first administration. The objective was to
measure what changes in feelings and perceptions, if any,
had occurred as a result of the change project (see
Figure 1)
.
Although there was again some difficulty in scoring,
particularly on the part of some parents, significant dif-
ferentiations were made. The scoring of the three groups
again clustered around the Actual and Ideal positions of
the scale. Compared to the first administration of the
profile it may be noted that:
\ I
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Composite
Organization Variable
1 . How much con-
fidence do you
have in the staff
supervisors?
2 . How much con-
fidence do you
have in the
regular staff?
3
.
How much con-
fidence do you
have in the
Board?
(T3
•H
-P
Fig. 1. Profile of Organizational Characteristics.
(Modified from Rensis Likert, The Human Organization .
New York: McGraw-Hill, 1967.)
Board —•—*Staff Parent
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4 . How free does
staff feel to
talk to super-
visors about
their work?
5. Are parents'
and staffs' ideas
sought and used,
if worthy?
6. Is predominant
use made of:
1 fear,
2 threats
,
3 punishment,
4 rewards
5 involvement?
7 . How much
cooperative
teamwork exists?
to
•H
c
(0
4J
Fig. 1. continued.
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cn
Fig. 1. continued.
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12. At what level
are decisions
made?
13. Is the staff
involved in deci-
sions related to
their work?
14. What does the
decision-making
process contribute
to motivation?
15. How are orga-
nizational goals
established?
Fig. 1. continued.
-•V
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(1) Taken as a whole, there is no significant dif-
ference between the average scoring on the Actual or Ideal
positions on the scales.
(2) Of the three groups, the Board scored the Actual
and Ideal positions closer together on the second instru-
ment.
(3) On both instruments the staff was the most crit-
ical and scored more lower ratings on the .Actual position
than either of the other two groups combined.
(4) The greatest improvement was perceived to be in
the area of communications.
A number of elements were present that may account for
the less-than-dramatic change in feelings and perceptions
as indicated by the two profile administrations. First,
time. Had the second administration been made early in the
new school year while enthusiasm and optimism were high, it
is probable that the scoring would have been generally
higher on the scales, and the gap between the .Actual and
Ideal positions smaller. Second, the inadequacy of the
temporary facilities being used after the fire had become
burdensome, and taken an emotional and physical toll.
Third, the music department was in turmoil. Two of the
three new assistants had resigned and the third was leav-
ing, and a bitter verbal battle raged for months between
the music director and his public relations officer.
Fourth, the parents were not completely satisfied with the
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academic program and its results for the year. Fifth, the
Board was distracted in its efforts to get the renovations
on the new facility completed, and appeared not to be deal-
ing with internal School problems. In this climate there
was a definite regression from the enthusiasm and optimism
of the beginning of the year to the upheaval, tension, and
disarray of the prior year.
Taken as a whole, the consulting project was a suc-
cess. Extensive data was collected, organized, and
returned to the appropriate groups within the organization
for their consideration. Members of the organization had
an opportunity in a structured setting to discuss face-to-
face, issues important to the organization and to them-
selves personally. Action was planned and implemented that
resulted in substantial changes in the organization. The
deterioration that occurred over the course of the follow-
ing year was a result of some new circumstances, some
personality changes , the inability of the organization to
recognize and conduct itself through another set of phase
changes, and the absence of a change agent to reinforce the
processes and learning of the first project, or to initiate
a new change project. As a result, we see an organization
moving through a full cycle within one year—needing help,
getting help, changing, needing help.
CHAPTER V
SUMI-IARY AND CONCLUSIONS
Summary: Chapter II
In order to provide some background and a general
framework in which to examine the case under study, a
brief definition of organizations generally and cultural
organizations specifically was developed. The kind of
environments in which they operate and their organizational
structure was also described.
Like all other organizations, cultural-educational
organizations are formed with a special mission in mind.
They are unique in that their mission is to serve society
through the creation and display of new art forms, and the
preservation and display of old art forms. Compared to
commercial or industrial organizations, most cultural arts
organizations are small in size, but are similar in that
they have a hierarchical management structure. Operation-
ally, a management team approach is often used to run
commercial enterprises, while an artistic director fre-
quently has the sole management authority in cultural-
educational organizations. Financial instability is a
common trait among cultural-educational organizations.
Finally, the preponderance of cultural-educational
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organizations are established as nonprofit institutions,
which permits contributors to make tax-deductible contri-
butions. Thus, structurally, cultural-educational organi-
zations have some similarity to most other organizations,
but their mission and operational procedures are very
different.
All formal organizations, irrespective of their
mission, exist and operate in an environment that in some
ways impact on the organization. It may be that govern-
mental regulations have a significant influence on how a
given business or industry conducts its business. Numerous
competitors competing for limited resources and clients or
customers often find themselves in a race for success and/
or survival. The latter situation is the environment in
which most cultural-educational organizations operate. In
chapter two this was identified as a disturbed-reactive
environment. The Newark Boys Chorus School operated with
varying degrees of success in this type environment.
Of special interest is the profile of characteristics
of those individuals who volunteer to serve in various
capacities in formal voluntary organizations. Research
into this aspect of volunteerism is a relatively new field
of endeavor. Formal, organized voluntary action research
began in 1971 , with the intent of drawing together the
various threads of inquiry into a coherent whole. Due to
the complexity of the issues and the relative newness of
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the research, no definitive conclusions have been reached
that completely answer the questions as to why individuals
volunteer to participate in formal voluntary organizations,
or to the individual characteristics of volunteers and non-
volunteers. What has been accomplished is that four sets
of factors affecting individual participation have been
detailed: (1) social background and roles characteristics;
(2) psychological and social psychological determinants;
(3) factors relating to personality and capacity determi-
nants; (4) factors relating to contextual and organization-
al determinants. The factor most readily recognized and
understood by most people relates to social background and
roles characteristics. This factor may be summarized as
follows : The average and most numerous group of volunteers
will be married with school age children, white, between
40-55 years old, a homeowner, highly educated with a pro-
fessional job, and with middle to upper income and social
levels
.
Individuals in any organization, be they volunteers or
regular staff contribute to the dynamics that make up the
internal environment of the organization. Change is a
constant in any organization, and is a function of struc-
tures or conditions, and/or individuals' attitudes and
behavior. Focusing on attitudes and behavior, Kurt Lewin
developed an analytical framework for describing the forces
at work, which he termed a force field. In any organization,
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conservative forces work to maintain the status quO/ while
forces for change work toward growth and development. The
power shifts back and forth but always moves around an
equilibrium. When change occurs the equilibrium moves to
a new level. Lewin identified three stages in the process
of moving: unfreezing the present level of equilibrium;
moving the present level of equilibrium to a new level; and
refreezing at the new level to assure some permanence.
The force field model was used to analyze a change
effort at the Newark Boys Chorus School. That process and
analysis will be discussed later in this chapter. The
School is the focus of this case study. Beginning as a
parttime chorus, it developed into a fulltime program of
music education and training, along with a supporting aca-
demic middle school program. This growth and development
brought with it the strengths and weaknesses common to most
business enterprises, plus those unique to cultural-
educational organizations.
A number of conclusions flow from the issues discussed
in chapter two.
(1) Cultural-educational organizations do not neatly
fit any existing typology of environments.
(2) Cultural-educational organizations are similar to
commercial and industrial organizations in that they are:
in business to provide a service or produce a product;
structured hierarchically; in competition with other like
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organizations for resources and customers. They differ in
that smaller cultural-educational organizations tend to
bestow management authority on an artistic director; most
are nonprofit organizations; and the common financial
instability of most cultural-educational organizations puts
a continuous stress on all those involved in the organiza-
tion. Under the circumstances, these individuals, particu-
larly the paid staff, are vulnerable to conflict and dis-
order .
(3) Volunteerism and its associated issues are the
subject of incomplete research. However, a number of
identifying factors and characteristics of participants
have been cataloged. From a practical standpoint this
information would be useful to any organization wishing to
recruit new members.
(4) The force field model as described by Lewin is
applicable to the case under study.
Summary: Chapter III
Although overlooked or dismissed by most adults,
racial awareness in children as young as 3 years old exists.
Extensive research has established that although the family
has the primary influence, other factors contribute to the
child's awareness and development of racial attitudes and
behaviors. These include significant-other adults,
siblings, other children, and school. Even the teaching of
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colors takes on significance when the child eventually
links white with clean and good, and black with dirty and
bad. The transition to linking skin color to these de-
scriptors is easy for the child, who may conclude that
^hite skin is good
,
black skin is bad
. Reinforcement of
these notions by family or others will set the pattern for
developing racial bigotry in the white child, and feelings
of being marked and unacceptable in the black child.
Following awareness and attitude formation comes the
behavior characteristics that provide further reinforce-
ment. Particular use is made of the epithet that elicits
strong responses from adults, and hurts other children.
The power of the epithet as a verbal weapon is well under-
stood by the adolescent, and carries over into adulthood.
As role models and attitude-value setters, teachers'
influence on students is significant. The ability of white
teachers to work well with black and other minority stu-
dents determines whether both teacher and students will
have a positive experience in the school setting. Tra-
ditionally, the question of whether white teachers in
predominantly or all black schools encounter problems they
would not encounter in white schools, would turn first on
skin color— there is no way a white teacher can relate to
a black student, and vice-versa. Second on background and
attitude—white middle-class upbringing and training
prevent the white teacher from relating to black students.
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Recently, at least one researcher is focusing more on the
significance of subject matter competence and teaching
skills as opposed to skin color and attitudes.
Clearly there is no all-encompassing yes or no answer
to the question. Examples abound of white teachers suc-
cessfully working in predominantly or all black schools.
Reasons as to why teachers and/or students fail must look
beyond the factor of skin color.
Due to the fact that most of the boys in the Newark
Boys Chorus School are in the 10 to 13 year old age range,
the issue of racial awareness is not relevant from the
perspective addressed earlier in this chapter. However,
the unique environment and experiences may delay the devel-
opment of a more worldly view of black/white relationships.
The advantages gained far outweigh any potential disadvan-
tage. First, the boys develop a very strong, positive
self-image. Second, the travel, performing, and special
academic program provide a unique educational experience
for up to four years. Third, the boys have continuous and
extensive positive interracial contacts while they are in
the School.
A significant portion of the interracial contacts
experienced by the boys was with the teaching staff. From
the inception of the School there was never more than two
black, fulltime members of the academic and music staffs
out of a total of eight people. No major racial issue ever
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arose between white teachers and black students, and only
teacher resigned after a few months because of an
inability to relate to black students. A few parents and
trustees were concerned with a few teachers and students
who related too well, and were considered overly familiar.
Most concerns by parents and trustees focused on the com-
petence and skills of teachers and the performance of the
students, not on the skin color of the teacher.
From the discussions in chapter three it may be con-
cluded that:
(1) The recognition that racial awareness in a young
child begins as early as age three should not generate any
anxiety in parents. It should, however, stimulate some
awareness and reevaluation of their own racial attitudes.
They must also be aware that these attitudes will be trans-
mitted to the child through their own conscious and uncon-
scious behavior.
(2) Acceptance and reinforcement of a social valu-
ation system that designates black and other minority
group children as inherently inferior, increasingly places
the whole social structure in jeopardy. More refined
classifications of who is or is not socially acceptable;
the complacency, feelings of superiority and self-
satisfaction, and accompanying behaviors by those stamped
"acceptable," all will contribute to the decay of social
order
.
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(3) The unique cultural, educational, and social
environment at the Newark Boys Chorus School contributed to
the students bypassing of the "total rejection" phase of
race awareness and attitudes as described by Goodman and
Allport
.
(4) For children in these special environments the
"differentiation" phase may begin at an earlier age.
(5) In certain schools or communities, skin color may
be a factor as to whether white teachers have a positive
relationship with their predominantly black students. How-
ever, there is evidence that teacher competence and skills
are more significant factors in determining relationships
between teacher and student, than the accompanying atti-
tudes .
(6) An independent school administration has the
opportunity to establish a value system for the institution
based upon talent and achievement. Failure to do so per-
mits the students to establish a system based upon the
collective values and attitudes they bring from their
respective homes and communities. This may not provide the
value system or image the school wishes to project. Eco-
nomic penalties may follow in the form of reduced enroll-
ments and/or withdrawn support.
(7) For the case under study, the question of white
teachers relating to black students in a predominantly
black school was not an issue. The focal concern of both
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3.nd. t 3rust00 s was th0 p0rfo2riuanc0 of t0ach0rs and
studants
.
( 8 ) Th0r0 is no ovidonca that indicatas any signif-
icanca in tha School's having a pradominantly whita Board
of Trustaas.
Summary; Chaptar IV
Both axtarnal and intarnal forcas acting upon tha
Nawark Boys Chorus School wara discussad in this chaptar.
Extarnal forcas includa: govarnmant agancies, foundations,
corporata supportars, and compatitors. In most casas
thesa axtarnal forcas had a significant impact on tha
oparation of tha School, primarily through tha provision
of funds and sarvicas. Convarsaly, tha School had minimal
impact on thasa axtarnal organizations. In ralationship to
this axtarnal anvironmant, tha School has navar baan in the
optimum situation where it could control the environment,
but it has been competitive and maintained some degree of
influence on the environment.
Internal forces exerted even more influence on the
School than external forces. The influence flowed from
three sources. First, from the Board of Trustees, which
was legally responsible for the functioning of the organi-
zation. As a result, it raised funds, provided planning,
and set fiscal and administrative policy for the operation
of the institution. Second, from the parents through their
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Parents Advisory Council. The parents were most often a
dormant force. They had inputs to the policy-making proc-
ess through their representatives on the Board of Trustees.
They only directly exerted their influence on matters that
directly impacted on their sons, such as a too heavy and
demanding a concert or tour schedule, or problems in the
quality and performance of the academic program. Third,
from the fulltime staff
.
Since their livelihood depended
on the viability of the School, and they served at the
pleasure of the Board, there was ongoing lobbying for some
departmental or self-interest. Unfortunately, over the
years certain individuals on the staff had a disruptive
effect on the organization and contributed to confusion and
chaos
.
A profile of characteristics of volunteers was devel-
oped in chapter two. In this chapter, that profile was
applied to four members of the Board of Trustees to test
the applicability of that profile to known individuals in
predicting their voluntary participation in formal organi-
zations. In each case, the characteristics of the individ-
uals fall well within the profile of those researchers
would predict as participators in formal voluntary organi-
zations. Since many of the characteristics present in the
four individual cases are also present in most of the other
members of the Board, it may be stated that this is a typi-
cally homogeneous Board.
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In addition to profiling individuals on the Board of
Trustees/ a profile of the entire Board was made measuring
participation and performance factors. The Heyns and
Berkowitz Interaction Category System instrument was used
to process six of eleven Board meetings. The outcome of
the observations and ratings suggest that attendance at the
meetings was consistently low— 42 %, and that the accom-
plishments of the monthly Board meetings were usually
negligible
.
As part of the data collection process, Rensis Likert's
Profile of Organizational Characteristics was administered
on two occasions, one year apart, to the Board, parents,
and staff. Significant differentiations were made on each
profile, but no dramatic changes were registered between
the two profiles.
Leadership and performance were threads that wove
through the entire fabric of the organization, and for
years were key issues. An analysis of leadership styles
and attendant performance of key members of the School was
made using Paul Hersey and Kenneth Blanchard's Situational
Leadership Theory as the framework of analysis. The theory
is based upon the interplay among task behavior and rela-
tionships behavior exhibited by the leader, and task rele-
vant maturity exhibited by the follower . The styles and
performance effectiveness of three Board presidents and
three music directors were examined. The results indicate
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that the presidents had mixed success.
One was inept at diagnosing the required leadership
style, the other two were much more successful. The music
directors were all complete failures in the role of sub-
ordinate. They had just slightly better success as
leaders. They were able to maintain themselves as leaders
primarily as a result of their having position power.
As a result of the chronic problems of ineffective
management, role ambiguity, interpersonal and intergroup
conflicts, and general dissatisfaction in the School, this
researcher volunteered to conduct an organizational devel-
opment intervention to help the School clarify and address
the issues. Chris Argyris ' Intervention Theory and Method
was chosen as the basis for the intervention. In this
method the change agent (1) helps the client generate valid
information; (2) permits free choice among alternatives for
action; (3) helps the client develop commitment to the
action chosen.
After all data was gathered, organized and analyzed,
a confrontation meeting was scheduled. This technique was
chosen because; (1) it was compatible with the inter-
vention theory and method being used; (2) it was a high
task, structured approach; (3) it was an action-oriented
approach; (4) it is appropriate for use when there are time
constraints. It took two separate sessions to complete the
program design. Based upon the results of the program.
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functional group meetings followed to plan appropriate
actions. The Board of Trustees generated the most change
in the form of an administrative reorganization, and some
new policies and procedures, all of which were implemented.
The consulting project was a success. Data was col-
lected, organized and presented. A structured program
permitted the members of the organization to confront the
issue and each other, and to plan and implement appropriate
action. All of this happened and organizational change
occurred. Within one year's time the organization com-
pleted a full cycle—needing help, getting help, changing,
needing help again.
From the discussion in chapter four it may be con-
cluded that:
(1) The Newark Boys Chorus School and other cultural-
educational organizations with a similar mission and struc-
ture, operate in an external environment over which they
have some influence but little or no control. Conversely,
forces in the external environment often have direct and
occasionally devastating impact on these organizations.
Changing economic conditions, governmental agency funding
patterns, and personnel in key foundations and agencies all
determine whether some cultural-educational organizations
survive or die. All of these forces and factors contribute
to the necessary process of weeding out weak organizations.
(2) Chaotic internal forces caused the School to go
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into a downward spiral toward breakup of the organization.
The change project reversed the spiral and restored organi-
zational health.
(3) Unless provoked, parent organizations will main-
ts-in a narrow focus of interests on those things that
directly affect their children. Otherwise, they generally
will not exert their influence.
(4) The Board of Trustees of the School was homoge-
neous in terms of the characteristics of its members.
Under these circumstances the leadership style and direc-
tion was uniform over the years, and the Board reproduced
itself when recruiting new members.
(5) Music directors at the School proved to be woe-
fully inadequate as managers.
Conclusions for the Newark Boys Chorus School
Based upon information derived from the above study,
it is concluded that the Newark Boys Chorus School needs to
take some initiatives and make some decisions that will
contribute to organizational health.
(1) Since its inception in 1969, the School has
continuously relied on corporate support as its main source
of external funds and in-kind contributions. As a result,
it has been forced to share some programming and operating
authority with these supporters. A concerted effort needs
to be made to broaden the base of support, which will
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increase the financial viability of the organization, and
hopefully return full operational control to the School.
(2) An annual Service Award was presented at a
benefit dinner which brought the School approximately
$85,000. Up to and through the period of this study, that
award was only presented to an area corporate leader. Rec-
ognizing the importance of the income generated by the
award dinner
,
the Board should accept this as a corporate
award and consider a means of giving recognition to appro-
priate persons in the cultural arts. Again, with the
intention of broadening the base of support.
(3) The product of general Board of Trustees meetings
has been shown to be minimal. Inefficiencies result
because: Members’ regular jobs may prevent them from
attending meetings; they only spend a few hours a month on
School business, so they cannot always be informed; they
also serve on other Boards; they may not recognize prob-
lems or their severity. All of which contributes to lack
of actions and decisions at meetings. Consideration must
be given to fewer, and more highly structured Board meet-
ings .
(4) Interpersonal management and administrative
skills were absent from a number of staff directors. Spe-
cifically, music directors at the School should not be given
general administrative or management authority. Experience
has shown them to be ill-equipped to assume these
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responsibilities. Conflict of interest is also built into
their general and specific duties. This management ar-
rangement is potentially a critical weakness in the organi-
zation. By temperament and training, creative expression
is the strength and fulfilling activity of an artist. An
overlay of management responsibilities is distracting,
least fulfilling, and often in conflict with creative
abilities. An artist prefers not to have financial or time
constraints, or to be told when, where, and how to work.
Creative and management responsibilities on the same indi-
vidual puts a strain not only on the person but on the
organization. It would also be useful for all Board offi-
cers and department directors to receive training in Situ-
ational Leadership Theory.
(5) Experience with the School indicates that it is
possible for one or two individuals, because of ego-
problems, lack of good will, or incompetence, to frustrate
and retard progress in a small organization. In a much
larger organization it is easier for this type of person to
be neutralized or removed. The Board must be aware of the
presence of this type person, and take prompt remedial
action.
(6) In an effort to confirm alignment of perceptions
and attitudes among the three major groups in the School,
it would be useful if the Profile of Organizational Charac-
teristics was intermittently administered. Any major
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differentiations would indicate the need for some review
and discussion.
(7) Based on past experience, the Board should remem-
ber that outside help is available, and can make a contri-
bution to organizational stability.
Relevance of the Study
A major thrust of the study was to test the applica-
bility of organizational development theories and tech-
niques to a small cultural-educational organization. This
was positively established when an appropriate range of
analytical models, data gathering techniques, and action
strategies were used to successfully help diagnose problems
and create change at the Newark Boys Chorus School.
In preparation for the change project, and analyzing
the staff at other key points during the study, Maslow's
Hierarchy of Needs was an effective diagnostic tool. Fre-
quently, the staff was found to be operating at the lower
end of the hierarchy. As a result, their attitudes and
behavior contributed to the organizational upset.
Likert's Profile of Organizational Characteristics
was another data collection instrument used in preparation
for the change project. Insight was gained into the per-
ceptions and attitudes of Board members, staff, and parents
on organizational elements and procedures. A second admin-
istration of the same instrument was made one year later.
As a "post test" to the change project it was a failure
because it was administered too long after the project had
ended
.
Argyris ' Intervention Theory and Method was chosen as
the overall strategy for the change project. It was most
appropriate, given the organizational conditions at the
time. Likewise, Beckhard's Confrontation Meeting was
appropriate for facilitating the actual process of change
in organizational understanding, outlook, and direction.
Lewin's Force Field Analysis provided a framework in
which to analyze the various internal forces that con-
trolled the organization. From a historical perspective,
conservative forces were identified which prevented any
major changes from occurring for a number of years. By the
time the change project was underway, conditions were such
that the driving forces were in full control, and the
organization was ready to move to a new level of equili-
brium. The move occurred, and resulted in a general
reorganization and new outlook for the Scnool.
The Board of Trustees received a lot of criticism for
its apparent lack of ability to make decisions, and provide
leadership. To test the validity of the criticism the
Heyns & Berkowitz Interaction Category System was used to
process six Board meetings over the course of a year. The
results indicated that the criticism was valid.
Finally, the Hersey and Blanchard Situational
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Leadership Theory was used to analyze management relation-
ships between Board presidents and music directors, and
music directors and their staff. As a result, successes
and failures were identified and reported.
All of these organizational development theories and
techniques were successfully applied to analyze and help
change the Newark Boys Chorus School.
General Conclusions
Based upon information derived from the study of a
specific institution, a number of conclusions may be drawn
that apply to other similar institutions.
(1) Public schools need to evaluate how student value
systems are established for the school, and take the
initiative in influencing or directly establishing the
value system.
(2) A cultural-educational organization must decide
how much control it is willing to give up in exchange for
financial support. Any organization that comes to rely too
heavily on a single external source of funds for a long
period of time can expect to lose some of its programming
and operating authority to that source.
(3) Using the profile of characteristics of partici-
pators will permit a Board to profile itself. Once a
policy is established as to whether a homogeneous or het-
erogeneous Board is desirable, the profile will indicate
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the type person likely to join the Board.
(4) By applying the characteristics profile of par-
ticipators it is possible to predict who is participating
or who will participate in formal voluntary organizations.
(5) A volunteer Board that also attempts to manage
the operations will inevitably have organizational problems.
It often ends up managing by default.
(6) Warring internal forces are equally as likely to
destroy an organization as external forces. Political
maneuvering and infighting may so demoralize an organiza-
tion and detract from the core activity that it enters an
irreversible downward spiral.
(7) In any small organization where there- is great
instability and the question of organization viability
comes up too frequently, it can be expected that the staff
will be operating at the lower end of Maslow's hierarchy,
and that many of their words and deeds will be self-
serving. This situation contributes to the confusion and
accelerates the decline.
(8) Competitors and dedicated program grants make a
contribution in that they motivate an organization to be
more creative than it might ordinarily be.
(9) Cultural-educational organizations may often be
too small to gain a perspective on their problems. This is
when outside assistance is needed most.
(10) Without adequate maintenance after a change
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project, organizations may regress to the point of needing
help again.
Implications for Future Research
In addition to answering a number of questions, this
research study has also raised a number of questions. This
is a normal and expected outcome of any indepth inquiry
.
These new issues indicate a recognition of next steps that
need to be taken to fill in the gaps in knowledge that need
to be filled to expand the significance of the primary
study. The new issues that arose as a result of this
research project include the following:
(1) Since most cultural-educational organizations do
not fit existing typologies of environments, appropriate
classification and additions should be made. This would
permit organizations to better understand the environments
in which they operate, and perhaps exert more influence and
control
.
(2) Do children in special environments such as
specialty schools, or boarding schools, move through the
phase of racial awareness and attitudes at ages different
from children in standard home, school, and social environ-
ments? Do they skip any phases?
(3) In settings such as the Newark Boys Chorus School,
a study of the white students should be made to analyze any
underlying anxieties or insecurities resulting from their
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minority status.
(4) More research is necessary to determine the exact
role played by teacher competence and skills, vis-a-vis
skin color and/or attitudes in predicting positive teacher-
student relationships.
(5) An accompanying study should investigate the fac-
tors involved in the success or failure of black teachers
working in predominantly or all white public and indepen-
dent school settings.
(6) What are the characteristics of non-participators
in formal voluntary organizations? How does this affect
the ability to predict participation?
(7) Given the characteristics of cultural-educational
organizations, is it more desirable to have a homogeneous
or a heterogeneous Board of Trustees?
(8) What motivating effect does the fear of failure
have on the members of a Board of Trustees?
Additions to Knowledge
As mentioned earlier , each research project attempts
to fill in the gaps in knowledge and build on prior work.
A statement of the new knowledge contributed is like
describing the tip of an iceberg, yet knowing there is a
lot more substance unseen below the surface. However,
there is excitement in not knowing what significance
your
work has in providing some new insight or triggering
new
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inquiry or direction by another researcher.
Three key pieces of information have come from this
study. First, cultural-educational organizations must rec-
ognize that in addition to being one of the strengths of
an organization, volunteers are potentially one of its
greatest weaknesses, particularly at the Board level. Due
to the factors enumerated earlier in this study, volunteers
may or may not be available when you need them. This fac-
tor becomes critical when an organization relies on volun-
teers to carry out management or operational responsibili-
ties .
Second, specialty schools with students in their pre
and early teens have an opportunity to provide the students
with a positive interracial perspective while they are
still impressionable. Traditionally, these schools have
provided standard academic fare along with intensive train-
ing in the specialty. Social engineering has a long tradi-
tion in many independent schools. Providing and reinforc-
ing appropriate understanding , values , and attitudes toward
other racial and ethnic cultures , and training in race
relations, is a practical, appropriate, and worthy under-
taking .
Third, that organizational development theories and
practices, although developed in and for use by large,
complex organizations, are applicable to small cultural-
educational organizations. The primary difference is the
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of seal©
. Structural problsns and intarnal dynamics
ptoblams may b© similar in both large and small organiza-
tions .
It must be said that cultural-educational organiza-
tions, like the Newark Boys Chorus School, are the vehicles
on which our culture's past rides into the future. In
addition, they are the settings where new elements of cul-
ture are created. If these organizations are worthy of the
time, attention, and money that they receive, and of the
services they perform and the products they create, then
they are also worthy of having similar resources applied to
their organizational development needs to assure their good
health, the way it is applied to organizations in commerce
and industry.
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APPEMDIX
CONSULTING PROJECT FOR THE
NEWARK BOYS CHORUS SCHOOL
Organization Description
The Newark Boys Chorus School was founded in 1969 as
an outgrowth of a boys' chorus formed two years earlier by
the New Jersey Symphony Orchestra. The concept of a choir
school for boys dates from the pre-Renaissance when boys
were trained to sing the liturgy of the Roman Catholic
Church, and the tradition continues today in the great
Protestant cathedrals . However , this School s repertoire
runs from Renaissance to Rock music.
The 50 young singers of the Newark Boys Chorus have
their own special School where they spend eight hours a
day, eleven months a year studying a basic academic curric-
ulum for grades five through eight. Their indepth educa-
tion in music includes theory, sight-reading, music history
and three hours of chorus rehearsal daily. As profession-
als they sing in the major concert halls throughout the
nation and perform on network television. Concert fees
earned by the chorus are used for the operation
of their
School. In this way the boys earn approximately
30 % of
the cost of their education. The remaining
70 % of each
boy's scholarship must come from governmental,
foundation.
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and corporate grants and contributions from individual
friends of the School.
The School is governed by a 30 member volunteer Board
of Trustees that convenes monthly. There is also a full
and parttime staff of academic, music and administrative
personnel numbering 16 persons. For 6h years, the School
has been housed in a georgian mansion in the North Ward of
the City of Newark, New Jersey. A recent fire forced the
School into temporary quarters while a search for a new
home is underway. Although unfortunate, the fire was
timely in that, while the School is looking for a new phy-
ical facility, it must also look closely at the organiza-
tion to reevaluate its mission and identify new ways to
approach and solve the many internal problems that have
been plaguing the School.
Entry
The Newark Boys Chorus School was chosen as the focus
of my consulting project for three reasons. First, having
been with the organization for nine years and one of the
persons instrumental in its founding , I have a base of
historical data to refer to and a strong identification
with the School, as well as a desire to see it thrive.
Second, as an officer of the Board of Trustees, I was able
to gain entry as a volunteer consultant with a minimum
of
Third, the organization has been experiencingeffort
.
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chronic problems of ineffective management, role ambiguity,
interpersonal and intergroup conflict and parent dissatis-
faction. I decided to intervene at this time because I
feel enough confidence and have enough knowledge and skill
to make a positive contribution to the organization.
Initially I was concerned that being a member of the
Board would be a handicap, that the parents and staff would
be reluctant to speak candidly. In fact, these fears were
unfounded. Everyone appeared pleased that someone cared
enough to make an effort to identify and clarify some of
the School's problems, with the hopes and expectations that
some solutions would emerge—and fast! A few expressed
satisfaction at having someone to listen to their opinions,
observations
,
and complaints . For these individuals my
data collection interviews appeared to be therapeutic. In
sum, my entry into the organization was easy and smooth.
Theoretical Approach
I adopted Chris Argyris ' intervention theory and
method as the basis for the intervention with my client
system. In this method my role is to: (1) help the client
system generate valid information; (2) permit the client
system to have free choice among alternatives after gener-
ating valid information; (3) help the client system own
the course of action chosen by developing internal commit-
If, after moving through the above tasks, the clientment
.
195
decides to make changes in the system, I, as intervenor
,
may decide to assist with the change. However, my primary
tasks are completed and I can ethically terminate my rela-
tionship with the client system.
This theory was chosen because it permitted me to
remain independent from the organization, preventing it
from becoming dependent on me to make decisions for it.
Also, given the low morale and lack of successes in the
organization, I thought it was crucial that the personnel
quickly have some positive interaction and responsibility
for joint decision-making. Finally, given the low matu-
rity level of the personnel, in terms of organizational
effectiveness, I decided that a minimal depth intervention
was required. Intervention theory and method are very
compatible with the above conditions
.
Diagnosis
I used four data-gathering techniques for diagnostic
purposes: inspection of records; a questionnaire; process
observation; and direct interviews. First, reviewing Board
minutes and reading correspondence from staff and parents
to the Board provided a picture of items repeatedly
dealt
with by the Board and problems identified by the
staff ana
parents. It was apparent from the records that
there were
a number of problems that would not stay solved,
e.g./
financial stability, authority conflicts between
the music
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and academic departments. It was also apparent that no one
was exerting any strong leadership to deal effectively with
any of these issues.
I revised and administered Rensis Likert's Profile of
Organizational Characteristics to parents, staff, and the
Board, in an effort to get a reading on their perceptions
of the School in those domains tapped by the instrument,
and to stimulate their thinking about these areas prior to
my interviewing sessions. There were many complaints about
the difficulty of the questionnaire, but those who properly
completed the instrument made significant differentiations.
One of the major difficulties was an inability or unwill-
ingness to identify the "ideal" position of each scale.
Another problem was the reluctance by some to make judg-
ments about individuals or groups.
This instrument is designed to identify the feelings
and perceptions of the respondent by asking for two re-
sponses on each scale from 1-20 for each question. The
questions relate to organizational activities such as goal-
setting, communications, confidence and decision-making.
On each scale an "A" indicates the position the respondent
feels is the actual situation the organization is operating
in now. An "I" indicates the position the respondent
feels
is the ideal situation in which the organization should
be
operating. A separation of five or more points between
the
A and the I indicates that there may be a problem
in this
area. The larger the number of respondents, the more
likely that the summary data is accurate.
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The Summary profiles were compiled for each responding
group
.
The composite sheet overlays the scoring for all three
responding groups (see Figure 2) . My interpretation is
that all three groups were similar in their perceptions as
to the actual situation at the School identified by each
question. The one discrepancy is on question three. As I
expected, the scoring of the ideal situation was almost
identical in all but a few instances. On a number of ques-
tions, the separation between the actual and ideal situ-
ation at the School is significant. It is in these areas
that there needs to be further discussion and, if appro-
priate, corrective action.
On three occasions I sat in on meetings as a process
observer. The first was with the music staff. They had a
five item agenda that took nearly two hours to complete.
The majority of the time was spent by two people venting
their hostility toward each other. The other three people
had little or no input, and no one showed any commitment
to
the task. The second meeting was with the academic
staff.
It was a brief meeting because I was scheduled to
interview
the staff as a group. However, I did observe
that there
was good leadership by the principal, everyone
got to
speak, and the issues were settled. The
final group I
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Composite
Organization Variable
1. How much con-
fidence do you
have in the staff
supervisors?
2. How much con-
fidence do you
have in the
regular staff?
3 . How much con-
fidence do you
have in the
Board?
(C
•H
c
O 03
rH 4J
Fig. 2. Profile of Organizational Characteristics.
(Modified from Rensis Likert, The Human Organization .
New York: McGraw-Hill, 1967.)
Staff Parent Board •
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4. How free does
staff feel to
talk to super-
visors about
their work?
5. Are parents'
and staffs' ideas
sought and used,
if worthy?
6. Is predominant
use made of:
1 fear,
2 threats,
3 punishment,
4 rewards
,
5 involvement?
•H
c
nj
-P
7 . How much
cooperative
teamwork exists?
Fig. 2. continued.
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201
12. At what level
are decisions
made?
13. Is the staff
involved in deci-
sions related to
their work?
14. What does the
decision-making
process contribute
to motivation?
15. How are orga-
nizational goals
established?
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Fig. 2. continued.
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attempted to observe was the Board meeting with staff pres-
ent. My observer role quickly disintegrated as the Board,
parents and staff made charges and countercharges against
each other. As a member of the Board, I had to participate
and for a 15 minute period chaired the meeting and attempt-
ed to cool things down. It was not a typical meeting, so I
did not record any data.
The most productive technique for gathering data was
the interview. I devised a pre-interview checklist and a
set of questions to review as preparation for the technique
I planned to use, which was the directed, nonstructured
interview. I chose this technique because it permitted me
to guide the interview when necessary, by asking specific
questions which covered areas and issues I considered rele-
vant. It also permitted the respondents to discuss issues
they perceived as important, which in a number of instances
provided me with insight into some areas that I had not
considered. The alternatives to this technique were:
(1) the structured interview, in which I would ask a series
of prepared questions that hopefully covered the topic
.
The major weakness is that a lot of relevant data may be
missed. (2) The nondirected interview, which is completely
open-ended during which the respondent can discuss any
issues in any depth. Again, the major weakness is that a
lot of relevant data may be missed.
Personal interviews were conducted with members of the
203
Board, staff, and parents. I was able to gather a lot of
data on individuals' opinions on issues, perceived prob-
lems, frustrations, fears, anger and some suggested
solutions. What proved to be most useful was the identi-
fication by respondents of specific behavior by groups or
individuals which created or highlighted problems.
In organizing the total data I broke it down by func-
tional areas wherever possible (see Figures 3-5)
.
This
permitted me to add to lists developed during the confron-
tation meeting and/or to give them directly to the appro-
priate groups for their consideration and action. The
individual sources of all information remain anonymous.
The Confrontation Meeting
The confrontation meeting was chosen as the major
intervention technique for a number of reasons. First, it
was compatible with the intervention theory and method
model I planned to use. Second, I perceived the individ-
uals in the organization as a group having a low maturity
level in terms of their willingness and ability to
exercise
leadership and influence, communicate, and work
together
effectively. As a result, I viewed a high task,
structurea
approach as being most appropriate. Third, the
organize
tion was in a steep downward spiral with
four people
resigning within a period of four weeks and
others consid-
ering the same action. A number of
parents were so
1. There is a strong coiranunity image and support.
2. The chorus has great mobility.
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3. There is freedom within the organization to be crea-
tive and to have ideas implemented.
4. The successful use of music as a motivating factor
leads to greater accomplishment.
5. Good commitments are made to the school by the boys
and their parents.
6. The training, experiences, and discipline have great
carryover value for the boys
.
7. In the academic program there are small classes, com-
mitted teachers, and the boys receive lots of individ-
ual attention.
8. The boys themselves have a good attitude, can rise to
any occasion, and enjoy being in the school.
9 . There is a skilled staff to train the boys musically
and academically.
10 . The concept of a school for talented boys is unique
and needed.
11. The personal interest and efforts shown by staff
members is good, e.g., painting the building, art and
photography instruction.
Fig. 3. Organizational Strengths
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Task Force (s) :
1. A statement of purpose, goals, and objectives must be
spelled out for the school.
2. What is a desirable school image? Pushing the image
of the boys as under-privileged and black is no longer
appropriate nor accurate.
3. There should be a better racial balance among the
boys .
4. Tuition is presently $100 per year per student. Is
this reasonable, too much, or too little?
5. There is no disciplinary policy, which lack permits
capricious and inconsistent justice to be meted out.
6. What kind of academic entrance examinations are given
to candidates?
Board of Trustees :
1. The Board and its president are too involved in the
daily administration of the school. Efforts should
focus on setting policy and fund-raising
.
2. It appears that the Board makes an effort to deceive
the staff and parents by withholding information re:
financial problems, teacher contracts, plans for
existence and location next year.
Lack of decisiveness creates operational problems,
confusion and anxiety. Issues are discussed, go into
Fig. 4. Organizational Problems
3 .
committee and either die there or a report gets
issued but no action is taken.
"I feel like a puppet department chairman because most
decisions must be made by Pieter." Waiting for
answers causes a great time lag before we can get any-
thing done, which is frustrating, e.g., Amahl program.
Cherry Blossom Festival.
The Board should take the initiative in planning and
running two or three benefit fund-raising programs
every year. The Rainbow Dinner is not enough.
Department heads should have control of their own
budgets . It should not be necessary for a Trustee to
countersign all checks.
Everyone on the Board is too polite with each other.
Assignments are made, not carried out, and no one gets
upset with the failure.
Board committees are not functioning. An active
nominating committee is important to have.
There should be an orientation of new Board members
so
they understand what is expected of them.
There should be professional musicians on the
Board to
evaluate the Music program and advise the Music
Department
.
The organizational hierarchy is presently
inadequate.
An Executive Director is needed.
Fig. 4 continued.
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12. Staff exclusion from Board meetings causes nervousness
among the staff. There should be proper notification
when staff is not required to appear.
13. The Board should have a mechanism for hearing the
staff's point of view without going through formal
channels, e.g., a telephone call.
14. The Board is invisible to the staff. Individuals
should occasionally come to the school and talk to the
staff and boys.
15. What are the areas of authority and responsibility
among the departments? Which is dominant? What are
the requirements for interaction?
16. A number of people don't have job descriptions. There
is a lack of clarity as to scope of job and authority
for self and others. A few people are under-utilized
and are unhappy about that.
Fig. 4 continued.
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Music Department
1. There are interpersonal conflicts both on personality
and professional issues.
2. Approximately 5-10 new boys in the upper grades are
not in either the training or concert chorus and have
not sung publically.
3. Boys do not get equal praise and support in their
musical activity. Some boys are ignored, e.g., list
of those going on Atlanta trip changed a number of
times
.
4. There are communication problems between the depart-
ment and the boys and their parents regarding sched-
ules, proper concert dress, etc.
5. There is not enough leadership and not enough music
staff communication; great disorganization.
6. Financial situation has restricted the activity of the
department
.
7. Music department doesn't have an identity; what are we
supposed to do as a chorus school?
8. The schedule of fees needs clarification and rational-
ization which everyone understands.
9. Needs to be more pre-planning for number, kinds,
and
places of concerts.
10.
The staff does not work as a team.
In the area of programming, the chorus has
peaked.
Fig. 5. Organizational Problems
11 .
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There needs to be a change in direction and emphasis.
12. Some people are underutilized.
Academic Department
1. Are teachers following the goals and objectives sheets
distributed at the beginning of the year? If so, what
progress has been made?
2. Lesson plans should be required from all teachers.
3. The Physical Education program at the "Y" seems not to
be well organized. There should be a program of
instruction and more supervision.
4. Teachers should demand higher quality work from stu-
dents. Papers frequently come home marked "accept-
able" and contain lots of errors.
5. There are some problems in the relationships between
some teachers and students. The smallness of the
school encourages personal closeness, but in some
cases it has gone too far
.
6. The curriculum should be comparable in quality to
other good public schools.
7. Greater discipline needs to be exercised over students
in their academic work.
8. The present report card is inadequate, and rhe
grading
system is unclear.
9. The parents lack confidence in standardized
testing
Fig. 5 continued.
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procedures and results.
10. Some members of the faculty exhibit immature behavior/
e.g./ at the performance of "The Wiz" a few were
noisier and more conspicuous than the boys.
Joint Issues
1. Most of the concert wardrobe is bought by the school,
issued then lost or not returned when boys leave the
school. This is a financial burden.
2. Decision as to who supervises the boys and when must
be clarified, e.g., during school day, at concerts,
when on tour
.
3. The boys recognize that music is presently primary and
that academic performance is secondary. This is
reflected in their attitude and behavior.
4. The Academic Department should have equal weight in
decisions on which boys will be accepted into the
school and which terminated.
5. There are presently no regular interdepartmental meet-
ings
,
lack of which results in a lack of information
flow, e.g., on schedules, letters to parents.
6. Decisions made jointly must not be overturned unilat-
erally .
7 . Discussions on elimination of any grades should be
broad based.
8. What, if anything, should we be asking the boys about
Fig. 5 continued.
the school and its governance?
Fig. 5 continued.
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dissatisfied that they were considering withdrawing their
sons from the School. A few Board members resigned and
most of the others were demoralized. Given this climate,
an action-oriented approach was needed to quickly mobilize
the human resources in order to identify problems , estab-
lish priorities, and develop action plans for solving prob-
lems. Fourth, since there were only six weeks left in the
school year, there was very little time left for the
process
.
My program design included the series of steps sug-
gested by Richard Beckhard in running a confrontation meet-
ing (see Figure 6) . The meeting ran for five hours includ-
ing a dinner break. Lack of time prevented completing the
entire program. However, action lists were generated (see
Pig\jx0 s 7 — 12) , and the Board had the first assignment
which was to be reported on at the second meeting , sched-
uled for Wednesday, June 8, 1976. At that meeting the
remainder of the program design was to be completed.
There was no opportunity to have the group evaluate
the meeting, but when I visited the school two days later,
I received positive feedback on the program design
and
outcome
.
on Wednesday, June 9, 1976, the special task
force
met a second time to complete the agenda from
tne first
meeting, and receive the first progress report
from the
Board of Trustees on its first assignment.
Staff reports
I. Introduction by Pieter
II
.
Statements by Roger
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A. Reinforce appropriate remarks by Pieter
B. Review origins of my study
1. why necessary
2. methodology - questionnaires, interviews,
process meetings
3 . expected outcomes
4. my role as facilitator, not an expert
a. no magic solutions
b. generate valid data
c. decide on alternatives
d. devise initial plans of action
C. Plans for tonight's meeting
1. tasks, outcomes
2. my expectations - enthusiasm
a
.
your commitment to the tasks
b open, honest discussion
c results
3. what are your expectations?
a
.
of me
b of this meeting
III. Share my information
A. Organizational strengths
1. any additions
2. any discussion
B. Profile of Organizational Characteristics (pass
out blank forms)
IV. Break into task groups - read group lists
A. Read the task, answer questions
B. Group functioning
1. select a recorder
2. selection of group leader is optional
3 . reinforce policy of cooperation and candor
(Dinner: from 5:50 to 7:00 p.m.)
Fig. 6. Newark Boys Chorus School
Confrontation
Meeting, Tuesday, May 4, 1976.
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V. Reporting on Task#l - hang on wall
A. Each group report out entire list before begin-
ning questions and discussion
B. Any additions or deletions
VI. Categorizing issues by functional area
A. Ask four participants to record
B. Add input from my lists
C. Questions, additions, deletions
VII. Break into functional area task groups
A. Read the tasks, answer questions
B. Group functioning
1. meeting chaired by the department head or
group president
2. record action plans on newsprint
3. reinforce policy of cooperation and candor
VIII. Reporting out on Task #2 - post
A. Report on entire list before beginning questions
and discussion
B. Any additions
C. I will try to be available as a resource
IX. Set follow-up meeting date to report progress
X. Meeting evaluation
A. Process and task accomplishment
B. Meeting of expectations
Fig. 6 continued
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BOARD OF TRUSTEES
- Overall Executive Director
Role and function
- Role of the Board
Policy Making
Board Membership/Functions
Fundraising
- Mission Statement
Functional goals and objectives
- Finances
- Representation
- Budget Control
- Communication
- School Visitations
- Planning
Fig. 7. Results of Special Meeting, May 4, 1976.
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ACADEMIC
- Consolidation of Duties &
Responsibility
- Finances
- Realistic Budget
- Communication
- Professionalism
- Planning
Fig. 8. Results of Special Meeting, May 4, 1976.
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MUSIC
- Consolidation of Duties &
Responsibilities
- Finances
- Communication
- Finances
- Realistic Budget
- Communication
- Professionalism
- Planning
Fig. 9. Results of Special Meeting, May 4, 1976.
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DEVELOPMENT/ADMINISTRATION
- Finances
- Transportation
- Budget Control
- Building Maintenance
- Communication
- Public Relations
- Professionalism
- Planning
Fig. 10. Results of Special Meeting, May 4, 1976.
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PARENTS
- Finances
- Roles and Responsibility
- Communication
- Professionalism
- Planning
Fig. 11. Results of Special Meeting, May 4, 1976.
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OTHER
- Task Force - Mission Statement
- Weekly Staff Meetings (Dept. Heads)
- Site Selection
- Recruitment/Selection/Dismissal
Fig. 12. Results of Special Meeting, May 4, 1976.
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were also to be given, and the next round of subcommittee
assignments given. A copy of the task force agenda, meet-
ing minutes, and next assignments, follow (see figures IS-
IS) .
Summary
This report details what happened during the approxi-
mately 65 hours of work that went into this consulting
project. I think that the work done on this project was
successful in terms of its limited objectives. First,
everyone recognized and conceded that the School was in
serious trouble financially and organizationally. Second,
for the first time in a number of years parents, staff, and
Board members sat down together to identify and discuss
problems and priorities. Third, the responsibility for
addressing specific issues was delegated to appropriate
groups and individuals who acted on them and made progress
reports. The overall results include a boost in morale for
everyone, some organizational direction, some building of
trust, and some feelings of beginning stability and con-
trol. Two other important factors that also contributed
to
the positive changes must not be overlooked. First,
the
four staff resignations, and, second, the insurance
settle-
ment from the fire. All contributed to some
degree to
stopping the serious decline the School was
experiencing.
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I. Introductory Remarks
II. Review of Last Meeting
A. Task Groups
B. Generation of Issues Lists
C. Board of Trustees Assignments
III. Board Subcommittee Progress Reports
A. Policy and Communications - Meissner
B. Board Organization and Nominations - Griffith
C. Finance - Schiller
D. Site - Griffith
IV. Staff Reports
A. Music - Shook
B. Administration - Hults
C. Academic - McGee
V. Make Next Round of Assignments
Fig. 13. Newark Boys Chorus School Special Task Force
Meeting, Wednesday, June 9, 1976.
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Participants
B. Bucca, A. Exum, H. Gamble, J. Griffith, M. Hults
,
D. McDaniel, S. McGee, F. Meissner, R. Mitchell,
V. Schieffelin, P. Schiller, T. Shook, H. Sims
Board Subcommittee Progress Reports
Policy and Communications - Recommends
:
1. That a boy must have academic/musical abilities to
be accepted into the organization.
2. That a boy must demonstrate continued academic/
musical abilities to remain in the organization.
3. That the organization be recognized as a cohesive
series of groups comprised of Board of Trustees,
Staff, Parents, and other groups, all of whose
interests are directed toward achieving the orga-
nization's objectives.
4. That the musical product be SUPERIOR with a
variety in repertoire and forms of presentations
.
5. That the academic/music standards meet or exceed
the minimum proficiency levels of surrounding
school districts.
6. That regular reports be given to parents of their
boy's academic/musical performances.
7 . That preparations be made for developing written
procedural guidelines.
8. That boys be allowed some flexibility in meeting
expectations (academically/musically) under
special and exceptional circumstances, with admin-
istrative approval.
Board Organization and Nominations - Recommends:
1. Reinstatement of Chairman of the Board position
having major responsibility for fundraising.
2. President to operate as chief executive officer.
Fig. 14. Newark Boys Chorus School Special Task Force
Meeting, Wednesday, June 9, 1976.
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3. Elimination of five Vice President positions.
4. That the offices of Secretary and Treasurer be
separate
.
5. That Parent representation be expanded.
Finance - Recommends:
1. That the fiscal 1977 school budget be broken down
into
:
a. Fixed costs
b. Other expenses
2. Allocation of budget by department and line with
strict monitoring of expenditures.
3. Spending schedules will be established and adhered
to
.
4. Income schedules will try to be estimated.
Site
:
Five locations have been investigated with one
emerging as preferable over the others. There was
unanimous agreement by the Task Force in joining
the Committee in recommending that site for full
Board approval.
Fig. 14 continued.
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ASSIGNMENTS
1. The Staff will begin developing written procedural
guidelines
.
2. Board Policies and Guidelines will be developed
and distributed next fall.
3. The Nominating Committee will present a complete
slate of officers at the next Board meeting.
4. The Finance Committee will work with Staff Depart-
ment heads to develop a school budget that will be
presented at the next Board meeting.
5. The Site Selection Committee will present a reso-
lution at the next Board meeting recommending a
specific facility as the new home for the school.
6. Pieter Schiller will contact Messrs. Redmond and
Pye at the Newark Star Ledger regarding publicity
for the school.
Fig. 15. Assignments.
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Recommendations
(1) This next year should be dedicated to planning,
organizing, consolidating, learning, growing, and evalu-
ating in preparation for subsequent years
.
(2) Given the stated interest in developing a new
style and image for the School, a mission statement and
goals should be articulated and put into effect.
(3) As soon as possible, consultants should be
brought in to work with the appropriate individuals in such
areas as leadership and administration theory, team build-
ing, teacher training, curriculum development, and evalu-
ation.
(4) No policies or procedures should be developed
and implemented without the knowledge and/or participation
and agreement of appropriate members of the staff. Board,
and parents
.
(5) Authority for administrative decision-making
should reside solely with designated staff members.
(6) The Board of Trustees should provide more
vigorous, decisive and visible leadership.
(7) Each department should develop a "year-of -planned
action" document, setting forth expected achievements for
the coming year.
(8) Prior to the beginning of each school year, the
parents ' organization should submit a list of
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recommendations and expectations to each of the School
departments for their consideration.
(9) Internal communications will be improved if
regularly scheduled administrators' meetings and monthly
full staff meetings are held during which the upcoming
calendar, problems, and other matters are discussed.
(10) At the middle and end of each school year, the
Board, parents, and staff should meet together to give
progress reports, discuss problems, make any necessary mid-
year changes, and begin planning for the next year.
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